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This theoretical study was done to promote additional research in mentoriftl, A great deal 
has been written about mentoring relationships and research has built a strong case for their 
value across a wide variety of settings. Mentoring is a centuries old practice in which younger or 
more inexperienced individuals are trained in a relational context by a more experienced, usually 
older individual. In more recent times mentoring has been most prominent in academic and 
business settings. Most often, mentoring takes the form of an unstructured relationship but many 
businesses and some universities have developed formal mentoring programs. The mentoring 
research is reviewed and the value of the relationship to both mentors and their proteges is 
detailed. As with any relationship though, there is potential for psychological abuse or damage 
in a mentoring relationship. The literature clearly identifies potential abuse implying but not 
explicitly presenting a principled approach to the relationship. Management/leadership literature 
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is briefly reviewed to demonstrate that in contrast to the mentoring literature there is an explicit 
emphasis on the character of the leader or manager. As a unique feature of this project, the 
spiritual direction literature is reviewed as a special type of mentoring relationship. This body of 
material lends a unique contribution to the discussion of mentoring foundations and practices. 
The spiritual mentor requires an undergirding character that honors, encourages and cares deeply 
for those that are to be served through mentoring. These relational core values correspond to the 
biblical virtues of faith, hope and love. Finally, a model entitled Principled Mentoring is 
presented that attempts to demonstrate how the mentoring process works when guided by core 
values held firmly by the mentor and demonstrated through consistent behavior. A Principled 
Mentor is identified as one who has formed the values of integrity, courage, and care within his 
or her character. Recommendations are made for continued research into the importance of 
foundational core values to positive mentoring outcomes. 
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INTRODUCTION 
The last twenty years has witnessed the development of an extensive body of literature 
dedicated to the subject of mentoring. This body of research has primarily been developed 
within American business and the academic community. This literature will be briefly reviewed 
in the first chapter of this project. The definition, importance, stages, and benefits of mentoring 
will be examined from the mentoring literature. 
A review of the mentoring literature identifies among other things, the possibility of 
unhealthy or even destructive mentoring relationships. This may occur due to deficiencies in the 
mentor him or herself or in the process of mentoring the protege. The potential for psychological 
or emotional abuse exists in any relationship, and it exists in the mentoring relationship where 
the mentor assumes a position of power in relation to the protege. It is surprising then, that the 
mentoring literature does not deal explicitly with the values and principles that form the 
foundation of positive relationships. 
The larger body of management/leadership literature has, in recent years, discussed the 
principles of ethical management. It has plainly set forth the importance of building an 
underlying foundation of principles and values upon which a management or leadership strategy 
can be grounded. This material will be discussed at the end of the first chapter to validate the 
stated importance of identifying such core values for the mentoring process. 
Another source of information for this project is discussed in chapter two. Spiritual 
direction, Disciple-making, and Faith-mentoring are similar, yet distinct approaches to a specific 
type of mentoring. This literature discusses mentoring in a spiritual context. Those that write in 
this area are quite explicit in identifying the core values that undergird the process of mentoring. 
X 
It is necessary then, that a theory of mentoring be detailed that also describes in explicit 
ways, the values and principles that form a foundation for the mentoring relationship. Principled 
Mentoring is a theory of mentoring that seeks to identify and make use of the core values upon 
which positive and healthy mentoring relationships are based. The theory begins by insisting 
that professional expertise and experience must be joined with good character for positive 
mentoring outcomes to occur. The third chapter of this project will detail the theory, identify 
core mentoring values and demonstrate how important they are to the mentoring relationship. 
The last chapter will look ahead to research possibilities for an examination of Principled 
Mentoring. 
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Chapter 1 - Academic and Organizational Mentoring 
Historical Background and Definitions 
The last two decades have produced an increased interest in mentoring relationships. A 
great variety of material has been written about mentoring relationships in schools, community 
and business settings. This growing body of mentoring literature represents not an invention of a 
new training technique, but a rediscovery of a centuries old practice that consists of an 
inexperienced individual being trained in the context of a relationship with an older, or more 
experienced person. 
Ancient Greek literature provides us with the designation used to describe this training 
relationship. Mentor was the name of a character from Greek mythology, who was a wise and 
trusted advisor and counselor (Parsloe, 1992; Odell, 1990). When Odysseus went off to the 
Trojan War, he charged his trusted household manager, Mentor, with the education and 
development of his son, Telemachus (Fairchild, 1982; Odell, 1990; O'Neil & Wrightman, 1981). 
"This education was not confined to the martial arts but was to include every facet of his life­
physical, intellectual, spiritual, social, and administrative development" (Clawson, 1980, p.144). 
Anderson and Shannon (1988) conclude from this ancient myth that modeling a certain 
admirable lifestyle is a key component of the mentoring process, and that mentoring is an 
intentional, nurturing, insightful, supportive and protective process. 
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Craftsmen have, since the Middle Ages, trained apprentices by mentoring them in their 
skilled profession (Little, 1990). This would include demonstration, supervision and 
sponsorship, eventually resulting in the forming of a new craftsman. From the trade guilds of 
medieval Europe to the labor unions of today, the practice of passing on skills in this manner has 
continued. 
Mentoring typically takes the form of a casual unstructured relationship, but more and 
more often corporations, recognizing the value of mentoring to their organization, are 
establishing formal mentoring programs (Catalyst, 1993). In businesses, mentors have 
traditionally been older, more experienced managers who take younger potential managers and 
help develop their careers. Other fields also take advantage of this type of training relationship. 
In academia, assistant professors learn from reputable, experienced professors. Medical doctors 
polish their skills by serving in internship and residency programs that place them under the 
direction of more skilled physicians and surgeons (O'Neil & Wrightman, 1981). Even though 
mentoring is a long practiced approach to training, it is difficult to find a consistent definition of 
what the relationship actually is. 
Thomas and Kram ( 1988) suggest that, " . . .  a mentor is defined as any higher level 
employee who can be depended upon to share personal insights and to provide guidance and 
support that can enhance performance and career development" (p.50). Shea (1994) states: 
"Mentoring can be a catalyst, a facilitator, a linking device, or even an organizational neural 
� 
network. It can be an intellectual supplement, an employee exercise plan, and a performance 
builder. But mostly, mentoring can be a tool for broadening the vision and capability of virtually 
every employee" (p.24 ). He further sees mentoring as one of five teaching dimensions. A 
Teacher teaches the curriculum that he or she has been assigned. A Tutor provides special or 
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individual assistance as a teacher of the curriculum. A Coach works on performance focusing on 
skills training. A Counselor advises and assists in the personal decision making process. A 
Mentor may serve at times in any of those functions within the context of a "caring, sharing, and 
helping relationship while focusing on meeting the mentee's needs" (Shea, 1994, p.27) 
Levinson, Carrow, Klein, Levinson, & McKee (1978) state that the mentor-protege 
relationship often possesses dynamics and emotions similar to those found in parent-child 
relationships. Mentors are usually differentiated from their proteges by hierarchical level and 
age. They view themselves as interdependent both personally and professionally. The average 
duration of the relationship is about five years. 
Zey ( 1991) asserts that the mentoring process includes teaching, counseling and 
promoting, performed simultaneously or sequentially. In an attempt to describe this complex 
training relationship in its most basic terms, Odell (1990) states� "Apparently, it is within the 
mentor role either to accomplish something for the protege, or to teach the protege how to do 
something, or to advise the protege about what to do" (p.6). While there is little agreement on an 
exact definition for mentoring, the basic principles of mentoring are generally agreed upon. Shea 
( 1994) states that several important themes are consistently found in a variety of mentoring 
programs: they are one-on-one and very personal� they encourage listening, caring, and other 
forms of involvement between mentors and proteges; and they provide a cumulative beneficial 
effect on proteges that counteracts many of the negative forces at work in society (p.22). 
Parsloe (1992) distinguishes between coaching and mentoring. "Mentoring is always at 
least one step removed (from coaching) and is concerned with the longer term acquisition and 
application of skills in a developing career by a form of advising and counseling"(p. 17) 
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The mentoring process is most often defined by a listing of the characteristics of a good 
mentor. Parsloe (1992) states that effective mentors are: good motivators, high performers, those 
who see mentoring as part of their job, able to establish a professional relationship, are 
sufficiently senior, good teachers, and good negotiators. 
The Need for Mentoring Relationshi12s 
Political, Educational, and business leaders agree that the challenges of the next century 
will demand new and creative methods of training individuals to adapt to their changing world 
(Bey & Holmes, 1990; Shea, 1994). In his State of the Union Address on January 27, 1987, 
President of the United States (U.S . )  Ronald Reagan stated, "The quest for excellence into the 
twenty-first century begins in the schoolroom, but we must next go to the workplace . . .  We must 
enable our workers to adapt to the rapidly changing nature of the workplace . . . .  " (Johnston, 1987, 
p.8). Current President of the U.S. ,  Bill Clinton sees mentoring as a means of training a new 
generation to meet the challenges of the next century. "People who grew up in difficult 
circumstances and yet are successful have one thing in common . . .  at a critical junction in their 
early adolescence they had a positive relationship with a caring adult." (National Mentoring 
Partnership, 1998, p. 1 ) .  
Educators have made mentoring a part of the vocabulary of school reform, as a process 
that not only builds and retains good teachers but empowers and obligates them to contribute to 
the pursuit of excellence (Little, 1990). Mentoring new teachers offers a strategic approach to 
improving the educational process. This personal training method results in an increased 
awareness on the part of the new teacher of the importance of pursuing professional excellence 
in teaching (Bey & Holmes, 1990). 
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Educators and community leaders have identified many benefits of mentoring young 
people both in school and community settings. United Way of America and the National 
Mentoring Partnership claim that mentored teens are 46% less likely to get into drugs, 27% less 
likely to begin using alcohol, 53% less likely to skip school and 33% less likely to hit someone 
(Big Brothers/Big Sisters of America Impact Study, 1995). A Louis Harris Poll conducted in 
1989 determined that a large percentage of these mentored teens (59%) are reported to get better 
grades (cited in National Mentoring Partnership, 1998). Mentoring programs such as Big 
Brothers/Big Sisters are designed to help at-risk youth by providing them with a caring adult 
who can serve as a role model, friend and coach. 
Business leaders brace themselves for the dramatic changes taking place in the 
composition of the American workforce and the economic challenges of a world market. The 
economy is projected to continue to grow creating more jobs. The greatest number of jobs will 
be created in the service industries and will demand much higher skill levels than the 
manufacturing jobs that they will replace. This retraining of American workers will present 
many challenges. The demographics of the workforce of the next century will also change 
dramatically. Only 15% of the new entrants into the workforce will be native white males, 
compared to the current 47% (Johnston, 1987). Sixty percent of all women over the age of 16 
will be working at jobs in the year 2000. This will necessitate radical changes in typical 
compensation strategies, benefits packages, and personnel policies that have primarily been 
produced for a paradigm that included men going to work and women staying at home. The 
average age of the population and the workforce is rising. The pool of young workers entering 
the workforce will drop by 8% by the year 2000 (Johnston, 1987). The aging of the labor force 
will produce new challenges to employers. Non-whites will make up as much as 29% of the new 
Principled Mentoring 6 
entrants into the job market by the turn of the century (Johnston, 1987). Immigrants will make 
up a larger percentage than any time since World War I. Workers will have to be flexible as they 
learn new roles. Creative training techniques will be necessary to help workers adapt and 
change. Mentoring will become even more important as a result (Johnston, 1987). 
The body of research literature detailing the impact of mentoring is growing. Research 
further points out certain sociological reasons for the increase in formal mentoring programs. 
Changing family structures has resulted in schools being more involved in ego building, 
confidence building and counseling. Often then, formal or informal mentors represent substitute 
parents (Zey, 1991 ). Educational researchers consider mentoring as a critical piece of an 
effective response to a growing demand for educational reform and increased academic 
achievement by our nation's students (Bey & Holmes, 1990). 
Mentoring Roles & Functions 
Head, Reiman, and Thies-Sprinthall (1992) state that the diverse nature of mentoring 
roles contribute to the complexity of the process. It is clear that mentors are often defined by the 
ways in which they function on behalf of their proteges. It is also clear that mentor-protege 
relationships differ tremendously from one situation to the next. Table I details the variety of 
descriptors for the Mentor Role that are found in the literature. This table shows not only the 
variety of terms used to describe the relationship, it also demonstrates preferred terminology over 
time. 
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Table 1 
Mentor Role Descriptors found in the literature 
Reference 
Trusted Guide Homer's Odyssey quoted in 
Clawson, 1980 
Teacher, Sponsor, Host, Counselor, Supporter, Guru, Levinson et. al., 1978 
Advisor 
Traditional mentor, Supportive boss, Organizational Phillips-Jones, 1982 
sponsor, Professional mentor, Patron, Invisible godparent 
Teacher, Counselor, Guide, Supporter, Protector, Zey, 1991 
Promoter, Sponsor 
Teacher coach, Trainer, Positive role model, Developer Gehrke 1988 
of talent, Opener of doors, Protector, Sponsor, Successful 
leader, Confidant 
Trusted colleagues, Developers, Symbolizers of Bey & Holmes, 1988 
experience, Coach, Supervisor and Anthropologist 
Teacher, Sponsor, Encourager, Counselor, Befriender Anderson & Shannon, 1988 
Sponsors, Champions, Teachers, Coaches, Protectors, Parsloe, 1992 
Counselors and Role models 
Role Model, Career Counselor, Leadership-Coach Shea, 1994 
Thomas and Kram (1988) quote a sampling of business leaders who had mentors to help 
them learn their profession. Comments included such statements as; "He took me under his 
wing and showed me the ropes", "There is a lot of the business that can only be learned by 
apprenticing", and" He was almost like a surrogate father to me." The statements are 
representative of how enduring an impact a mentoring relationship can have. Mentor-protege 
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relationships are identified as career enhancing relationships, thus identifying what is believed to 
be a most significant function of mentoring. 
Much of the popular literature is primarily focused on a mentor sponsoring a junior 
person into higher levels of management by providing exposure and endorsements. Thomas and 
Kram (1988) stress that sponsoring is not necessarily the most important or the only concern of 
the mentoring process. The literature details benefits to the protege, the mentor and their 
organization. 
Kram (1988) broke new ground in the field by stressing that mentoring relationships 
function both in career enhancing and psychosocial ways. Career functions accomplished by 
mentoring include career enhancement by increasing one's share of organizational rewards and 
resources through providing exposure, visibility, protection and challenge. Psychosocial 
functions serve to enhance a protege's sense of competence and professional identity. In this 
role the mentor serves as a role model, counselor and friend. 
Shea (1994) identifies three different types of mentoring. Situational Mentoring occurs 
at various moments in a person's life and may not be identified as mentoring, although an impact 
is made. Informal Mentoring is probably the most common form and may last from a few weeks 
to a lifetime. This type is characterized by a flexibility of structure with the mentor choosing to 
share special knowledge or expertise with a less-experienced partner. Formal mentoring consists 
of structured programs where mentors are matched with their proteges for the purpose of 
training. 
One typology of the complex mentor-protege relationship identifies two dimensions upon 
which these relationships vary. These relationships differ in terms of the particular functions 
served and the level of personal attachment (Thomas & Kram, 1988). 
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Levinson et al. (1978) believe that the mentor-protege relationship provides significant 
developmental functions for both individuals. Being a mentor of young adults is perhaps the 
most significant activity available to a person in middle adulthood. There is a sense of 
generativity as the "baton" is passed from one generation to the next. When a younger person is 
mentored by a wiser, more experienced adult, he or she is guided through the difficult transition 
into adulthood and become accepted in the adult world. Levinson further stated that forming, 
building and eventually ending these alliances becomes an intense emotional experience for both 
parties that most parallels a parenting or love relationship. 
Phases of a Mentoring relationship 
Researchers have typically identified a progression of four to six stages through which 
the mentoring relationship develops. Kram (1988) divides the mentoring relationship into four 
stages: ( 1) initiation, where through some spontaneous or planned process, the mentor-protege 
relationship is formed; (2) cultivation, a period where the relationship is defined and developed; 
(3) separation, when the training focused relationship is ended; and (4) redefinition, a new and 
more peer oriented relationship is defined. Hunt and Michael (1983) also identify four 
mentoring stages which mirror Kram's distinctions: (1) initiation, (2) protege, (3) breakup, and 
(4) lasting friendship. O'Neil & Wrightman (1981) have developed a model of mentoring that 
includes six developmental stages. These stages use the same process of development as the 
previous two models but are more specific regarding the growth of the training relationship itself 
They include: (1) entry, (2) mutual building and trust, (3) risk taking, (4) teaching of skills, (5) 
professional standards, and (6) dissolution. 
Zey (1991) does not view mentoring as taking place in sequential stages but rather 
occurring at various moments on any one of four levels. The first level is the teaching function. 
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The mentor teaches job details, draws the organizational roadmap and offers career guidance. 
The second level is titled the Personal Support level. The mentor offers psychological and 
emotional support helping the protege build his/ her confidence. The third level is identified as 
Organizational Intervention. The mentor assists the protege by offering protection, providing 
access to resources and marketing the protege. The fourth level is identified as the Sponsoring 
level. This may occur in a direct way as the protege is offered a promotion, title, or expansion of 
job function. Or, it may happen indirectly with the mentor helping the protege gain access into 
key management programs, in·house training, or inclusion in professional organizations. 
Developmental tasks will vary at different stages of a career and therefore will demand 
changes in the focus of mentoring (Kram, 1988). In the early stages of a career, primary 
concerns are about developing a sense of self-confidence and a unique professional identity. 
During the middle stage of a career, concerns shift to thoughts about career commitment, 
advancement and organizational relationships and alliances. Late career often finds a 
businessperson seeking to resolve concerns about his/her family. Mentoring must be flexible 
enough to meet those changing needs . 
Benefits of Mentoring 
Benefits to the Protege. The young adult who is mentored enjoys many rewards. These 
benefits are both career enhancing and psychosocial (Kram, 1988). Often proteges obtain higher 
positions in their organizations than those who are not mentored do. Proteges develop a better 
awareness of their organization, both functionally and politically. Business people who are 
mentored apparently earn more money at a younger age, are more satisfied with their work, and 
are better educated than those without mentors (Bolton, 1980; Roche, 1979). They often report 
increased job commitment, satisfaction, and an optimism for their future. Zey ( 1991) states, "If 
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is one crucial characteristic that separates the mentored from the unmentored, it would 
to be this: those who eventually got mentors knew very early on that politics and 
oe1rsm1anry play an important role in eventual success" (p. 73). 
Kanter (1979) says that the role of the mentor is to invest a certain amount of power in 
protege. She identifies three sources of management power in an organizational structure 
. the mentor will help the protege to obtain: (1) access to supplies (materials and personnel), 
access to information, and (3) access to support. 
Often, the change in the protege as a result of being mentored can be quite dramatic. 
that are chosen as protegees often are considered to be on the "fast track". "The 
mentoring experience effects a fundamental transformation in the way (mentees) perceive 
themselves, their careers, their relationship to the organization, their very potential as people" 
In a workforce traditionally dominated by white males, the lack of mentoring 
relationships available to women and minorities have contributed to these special groups being 
limited in their rise to places of importance in American corporations (Catalyst, 1993). There is 
some evidence that this is beginning to change and mentoring will play an important role in the 
transition to a more diverse workforce (Johnston, 1987). "Women, as well as members of racial, 
ethnic, and other definable groups, have seized upon mentoring as a way to help themselves gain 
advantages equivalent to those of the 'old boy network"'(Shea, 1994, p.14). 
Benefits to the Mentor. The mentor also is rewarded by the relationship. These benefits 
also are both career enhancing and psychosocial in nature. A mentor's reputation can be 
enhanced within or without the organization by developing an energetic and creative protege. 
The mentor may become known as a "star maker". A young adult can contribute to the more 
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-Yrtenenc;ea. person's stock of knowledge especially in regard to the most current expertise in the 
or how those in lower levels of the company may be reacting to current management 
''dlrecnoJa. A protege often becomes a member of the inner circle of trusted advisors to the 
The protege may be able to lessen the workload of the mentor. A wise mentor will 
c'boo5•e a protege who compliments him or herself and compensate for known weaknesses. The 
me11tor may achieve a great feeling of pride in the accomplishments of the protege and feel that 
he/she has made a contribution to their field in the person of their charge (Zey, 1991). 
Organizational Benefits. Not only does the mentor-protege relationship benefit both 
parties, but the organization as well. "Most discussions about mentoring completely overlook 
the impact. . .  that the mentor relationship can have on the organization, they do not take into 
account the fact that the relationship cannot survive unless the organization is a "willing partner" 
(Zey, 1991, p.12). 
A study done by Catalyst (1993) states that mentoring programs benefit organizations in 
many ways. They address the human resource challenges of a changing workforce, including 
training more women and minorities to take key management roles in corporations. Mentoring 
programs also aid in the recruitment and retention of employees. Further, they help in 
succession planning and assist in fostering cultural change. 
The organization benefits when the new employee becomes integrated into the 
organization more quickly. Organizational communication is improved. Turnover of employees 
may be reduced. The company also wins by having a management development program in 
place. Productivity can increase because of enhanced skills, increased accountability, and clear 
direction to maintain focus. The protege is socialized to power, developing the ability to use 
resources and empower others. (Zey, 1988, 1991) 
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Negative Experiences in Mentoring relationships 
There is a growing recognition that mentoring experiences can be negative and cause 
harm to the parties involved. The National Mentoring Partnership and the United Way of 
America created a National Mentoring Working Group in 1990 to discuss the issues and 
practices of mentoring young people (United Way of America, 1991). "One of the most pressing 
needs identified by this group was for a set of guidelines, or common principles, to help guide 
the development of responsible mentoring programs" (United Way of America, 1991, p.1). 
"Responsible" mentoring as defined by this group included; (1) a structured, one-to-one 
relationship or partnership that focuses on the needs of the mentored participant, (2) fostering 
caring and supportive relationships, (3) encouraging individuals to develop to their full potential, 
(4) helping an individual develop his/her own vision for the future, (5) identifying a strategy to 
develop active community partnerships (United Way of America, 1991 ). 
Bill Johnson, the President of Cable News Network (CNN) states that mentoring is a way 
of passing down the values, culture, history and politics of an organization from one person to 
another. When mentors function in this way as role models, they will, perhaps even unwittingly, 
pass on any unhealthy personal attributes they may possess. "Some leaders get hooked up with 
the wrong mentors-people who are manipulative, narcissistic, or have the wrong values. 
Consequently they learn, and have reinforced, the wrong behavior" (Rosen, 1996). 
A number of problems can arise in mentoring relationships, especially in more formal 
ones. These include: unrealistic expectations, problems with supervisors, poor matches, bad 
information given, exploitation of mentor or protege, thinking of a mentoring program as a quick 
fix, gender issues, and cross-cultural issues (Catalyst, 1993 ). Zey ( 1991) identifies several 
negative mentoring situations. The "Politically Weak Mentor" may fall out of favor with the 
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organization, which in turn may impact the protege's career in a negative way. The "Unaware 
Mentor" may fail to protect the protege from the pitfalls of corporate life. The "Mentor with the 
Hidden (or changing) Agenda" may betray the protege's confidence. The "Controlling Mentor" 
may manipulate the protege and create an unhealthy dependence. The "Abandoning Mentor" 
may leave the protege unexpectedly. Any of these unfortunate situations threaten the employee's 
career as well as his/her emotional well being. 
Shea ( 1994) suggests that there has been a transition in mentoring. This progression is 
identified as a move from a "Machine-Age" model to an "Information-Age" model. The 
"Machine-Age" model is characterized by: (a) A single-minded focus on career advancement; 
the perception that a mentor is a protector and sponsor. The mentor's charge is referred to as 
"protege" which literally means "the protected one"; (b) A tendency to clone look-alike, think­
alike, and act-alike managers; (c) A vision of mentoring that is fundamentally elitist The focus 
is on assimilating "high potential" personnel, rather than a tool for developing talent throughout 
the workforce; (d) The exclusion of broader, organizational concerns; (e) A preoccupation with 
the rationalization of work, logical problem solving, and the "dumbing down" of jobs; (f) 
Creativity, imagination, enthusiasm and ideas were not talents that were encouraged; and (g) A 
tendency to characterize people by the work they do (Shea, 1994, p. 7). 
In contrast to this model, Shea ( 1994) suggests that mentoring has evolved into a more 
effective "Information-Age Model". Essentially, it is characterized by opposite descriptions to 
those used in the "Machine-Age" modeL Employee involvement, contribution and commitment 
are hallmarks of this more active approach to mentoring. Instead of "protege" the mentor's 
charge is called a "mentee." Career advancement is not seen as the only goal, but career focus is 
balanced with personal growth concerns. It could be noted that these contrasting models do not 
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designate an evolution in mentoring as much as they identify clear descriptions of positive and 
negative mentoring experiences. 
With the inherent potential for abuse in relationships in general and mentoring 
relationships in particular, it is important to identify the underlying values or principles that form 
the foundation of a positive or healthy mentoring relationship. In the current mentoring literature 
there is a relative lack of material that addresses this in any deliberate manner. Values and 
principles are often implied but rarely explicitly identified and discussed. This is in contrast to 
current management literature. 
Management Ethics and Values 
During the last decade there has been an increased willingness for management experts to 
identify and discuss the underlying values of ethical management. Management literature speaks 
of "healthy" and "unhealthy" organizations identified by the presence or absence of 
organizational integrity (Covey 1992, Peters & Waterman 1984, Rosen 1996). Healthy 
enterprises start from core human values, such as trust, integrity and teamwork, and they balance 
the need of their stakeholders-employees, customers, shareholders and the larger community 
(Rosen, 1996). 
Little (1990) believes that a gap exists between the large amount of material written about 
the mentoring process and an actual understanding of the underlying conceptual development 
and empirical research. She also questions whether the rush to set up formal mentoring 
programs has outpaced an adequate discussion of the foundational values of mentoring. "In the 
mentor programs that have swept education, the demands on the mentor's competence, character, 
and commitment are often muted, reduced to formal eligibility criteria and job descriptions" 
(Little, 1990, p.298). 
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Rosen (1996) identifies eight principles of leading people: vision, trust, participation, 
learning, diversity, creativity, integrity, and community. It is clear that these are explicit values 
that form an ethical foundation or character for a manager. Covey (1992) states, "To value 
oneself and, at the same time, subordinate oneself to higher purposes and principles is . . .  the 
foundation of effective leadership" (p.19). 
Success in business often can be traced not only to sound business practices such as 
effective marketing, extensive research and development and charismatic salesmanship, but also 
to a foundation of ethical treatment of employees, customers and competitors. Max Dupree, 
CEO of a Fortune 500 furniture manufacturer states, "My job is to oversee fundamental 
principles, like fair play and honesty. If I do that the profits will follow" (Rosen, 1996, p. 4). 
Rosen asks, "Could a person under the kind of pressure Wall St. imposes on CEO's really 
believe that his duty was to watch principles as closely as quarterly earnings? But the more time 
I spent with leaders, the more I realized that the best of them did exactly that" (Rosen, 1996, 
p.4). 
Failure to give attention to underlying principles and values can result in economic 
disaster. "After reengineering, retooling, and restructuring, many companies wonder why 
they're still lagging behind. Frustrated, they look around for some new technique or 
management practice. Instead they should look inward. They should look at they way they are 
leading their people" (Rosen, 1996, p. 7). 
Current management literature stresses the importance of identifying foundational 
values and principles that undergird an effective manager-employee relationship. The mentoring 
literature stresses the psychosocial benefits of the mentor-protege relationship, details abuses of 
the relationship, but has not implicitly outlined the values and principles that make such a 
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relationship effective and fulfilling. However. Christian theological literature will help inform us 
of the foundational principles that lead to success in mentoring relationships. 
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Chapter 2 - Spiritual Direction, Disciple-Making and Faith Mentoring 
There is a body of literature that is influential in seeking to identify foundational values 
and core principles for the process of mentoring. Ancient and modern Christian literature both 
contribute to finding core values for the mentoring process. It might be expected that this 
literature would have a great deal to say about the values and principles that define important 
interpersonal relationships in general. It might be surprising that Christian writers have 
addressed the mentoring relationship directly. Recent attempts to integrate psychological 
research with biblical and theological instruction include work that deals with the mentoring 
process. 
Historical Background and Definitions 
There are three distinct threads in the Christian literature that deal with mentoring 
relationships. These distinct approaches-spiritual direction, disciple-making, and faith­
mentoring-grow out of each other historically, and are identified with distinct Christian faith 
traditions. It is also evident that each approach makes a unique appeal in establishing its place in 
the practice of Christian faith. 
Spiritual Direction 
Spiritual Direction finds it historical roots in the monastic tradition of the Christian church. 
The practice began after Constantine declared Christianity to be the state religion of the Empire 
(Fairchild, 1982). Many devout Christians withdrew to the desert to avoid the inevitable 
compromising nature of an officially sanctioned religion. Spiritual directors or fathers would 
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. rmmu•1c1 to these hermits, who later organized themselves into communities (or monastic orders). 
spiritual directors were not primarily priests. They were sanctioned and affirmed not by 
hierarchical position but by their own personal holiness (McNeill, 1951� Merton, 1960). 
Christian churches of the Roman Catholic and Anglican traditions have been deeply 
"''"''"" ''"'' with spiritual direction during the past 130 years. Other church traditions such as the 
Bvan��eu.cai Quakers have had an influence in this area as welL Richard Foster is a popular 
,.,lllTnPr out of the Quaker tradition who advocates and explains the process of spiritual formation 
ttm:d the importance of spiritual direction. It would be safe to say that the practice of pursuing the 
life through spiritual direction has primarily occurred in churches with a liturgical 
and sacramental heritage (Fairchild, 1982). 
The cure of souls or the care of souls are terms used to refer to the practice of spiritual or 
pastoral direction and fmd a prominent place in both ancient and modern Christian literature 
(Fairchild, 1982; McNeill, 1951; Merton, 1960; Leech, 1992; Nouwen, 1981� Peterson, 1989). 
of these terms primarily describe a pastoral process where a priest or pastor offers spiritual 
comfort and direction to a parishoner. 
The concept of spirituality was greatly elaborated by the monastic communities of the 
early centuries and several specific schools of spiritual direction evolved. In the sixteenth 
century, in reaction to the rationalism of the age, spiritual direction developed as a mystical art 
form. Ignatius of Loyola, Teresa of Avila, and John of the Cross were three Spanish guides 
whose influence is still felt (Fairchild, 1982; McNeill, 1951, Nelson, 1972). Other patterns of 
guidance came from a variety of religious orders such as the Benedictines, the Carmelites and the 
Franciscans. Most notable of those that advocated the necessity of spiritual guidance among 
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Protestants were: Martin Luther, John Calvin, Augustine Baker, and George Fox (Fairchild, 
1982; McNeill, 1951, Nelson, 1972). 
Spiritual direction is defined as, "a continuous process of formation and guidance, in 
which a Christian is led and encouraged in his special vocation, so that by faithful 
correspondence to the graces of the Holy Spirit he may attain to the particular end of his vocation 
and to union with God" (Merton, 1960, p. l3). Fairchild ( 1982) defines spiritual direction or 
spiritual guidance as, " .. . the ancient tradition in which one person helps another to discern and 
respond to God's spirit" (p.87). Perhaps Nouwen ( 1981) has given the most concise definition. 
"Spiritual direction is direction given to people in their relationship with God" (p.399). 
Spiritual direction has been the term used in contemporary Roman Catholic and Anglican 
tradition to describe the relationship between a theological professional and a lay person. 
Because of authoritative connotations of "direction", some have used older terms such as, 
spiritual friend, soul friend, guide, or spiritual father, mother, brother or sister (Edwards, 1980). 
Protestants in the past were hesitant and at times critical of any program of spiritual 
direction. Their concern grew out of its close connection to the confessional and to monasticism. 
Many neo-orthodox (e.g. Karl Barth, Dietrich Bonhoeffer) writers were suspicious of any so­
called "spiritual life" that might be used as an appeal to God for salvation (Fairchild, 1982). 
Some present day critics view any movement toward a program of spiritual disciplines as a move 
of anti-intellectualism-a seeking after the emotional and sensational rather than the rational 
and conscious. Yet, Fairchild ( 1982) concludes, "many . . .  are seeing that the spiritual disciplines 
have a place as a response to . .. grace, as a way of increasing awareness of God's love" (p. 8 1  ). 
Merton, a Trappist Monk, makes what he believes to be a clear distinction between 
spiritual direction and psychological counseling or therapy. "Spiritual direction is not merely the 
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cumulative effect of encouragements and admonitions which we all need in order to live up to 
our state in life. It is not mere ethical, social or psychological guidance. It is spiritual"(Merton, 
1960, p. 14). Stanley and Clinton ( 1992) state that "a Spiritual Guide is a godly, mature follower 
of Christ who shares knowledge, skills, and basic philosophy on what it means to increasingly 
realize Christlikeness in all areas of life" (p. 65). 
Spiritual direction is clearly not the equivalent of mentoring. It is true that a more 
experienced, professional person giving direction to a less experienced non-professional in the 
context of a relationship has many features in common with the mentoring process. Spiritual 
direction though has a very specific objective, that of developing the inner, spiritual resources of 
a directee with a view of preparing a person for Christian ministry, usually as a professional. 
Mentoring is much more broadly applied as a process. 
Disciple-Making 
Each of the three approaches to mentoring in spiritual matters, which I review in this 
chapter, is at some point Biblically based. The Disciple-making literature however is most 
firmly founded on biblical material and clearly committed to a biblical pattern that is most often 
exclusive and authoritative. That is to say, there is little appeal to data external to the biblical 
text for the purpose of establishing validity. 
Hendricks and Hendricks ( 1995) have strongly suggested that in establishing a mentoring 
program in a church, the terms mentor and mentoring should not be used. The reason given is 
that prospective participants will be overwhelmed by or unfamiliar with the terminology. An 
anti-psychological bias appears to be assumed in such a suggestion. 
Stanley and Clinton ( 1992) define Discipling as " a relational process in which a more 
experienced follower of Christ share with a newer believer the commitment, understanding, and 
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basic skills necessary to know and obey Jesus Christ as Lord" (p.48). Any appeal for the church 
to use mentoring as a method to train or nurture those that are new to the faith must be 
established then, on the basis of a biblical command or pattern formed by multiple examples. 
A theology of disciple-making. The literature contains a common theology in support of 
the disciple-making process. God is presented in the biblical record as a benevolent and caring 
deity who has created us and made us in his own likeness (Genesis 1:261). God is the author of 
truth and guides his creation, his children, into wisdom and understanding. This loving and wise 
Father sought to communicate his character and intentions for humankind by showing himself in 
human form, the man Jesus. Jesus suffered the consequences for the sins of humanity and died a 
cruel death. Those that affirm Jesus as Lord are commanded to follow his example of love and 
sacrifice for all humankind. 
Jesus picked twelve of his disciples to have a special relationship with him. He chose 
twelve men to be "with him" (Mark 3: 13-14; Luke 6: 12- 13). These chosen twelve were called 
apostles and were distinguished in name and relationship from his other disciples or learners. 
These twelve apostles were to be the personal ambassadors or representatives of Jesus after his 
ascension into heaven. 
Jesus as Master-Trainer. In 1871, A.B. Bruce wrote The Training of the Twelve, or 
Passages Out of the Gospels Exhibiting the Twelve Disciples of Jesus under Discipline for the 
Apostleship. A reprint made from the 1894 (4th) edition (Bruce, 1971), has made it more 
available to the Christian public. Over the hundred years since it first appeared, the book has 
become a classic on the pattern of training that Jesus used with his chosen apostles. While the 
term mentor is not used, nor the relational approach to training is not called mentoring, it is clear 
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that this book was pivotal in helping guide the Disciple-making Movement of the 1960's and 
1970's that occurred in the United States. 
Olan Hendrix in his forward to the 197 1 reprint makes an interesting statement regarding 
the "management techniques" that Jesus patterns for Christians in his training of the twelve 
apostles. "The value of this volume is increased today as so many Christian workers are delving 
into the subject of management. For the first time in church history modem management 
techniques and principles are being sought out for their application to the local church" (Bruce, 
197 1, p.iii). Hendrix goes on to suggest that it is important in the midst of this push for progress 
that "we have firmly fixed in our understanding the ageless management principles employed by 
our Lord in his relationships with his apostles" (Bruce, 1971, p.iii). 
In the years following World War II there were several factors that led to a dramatic 
increase in evangelistic efforts among evangelical Christians. Many Christians who had been 
involved in the war effort had an increased awareness of the needs of others in war ravaged 
nations. Many soldiers came back with financial opportunities provided by the government for a 
college education. During this time Christian colleges and universities sprang up all over the 
United States to offer this secondary education. Missionary fervor was also heightened by the 
devastation of World War II. The technological advances of the 1950's further fueled a national 
optimism. In this context many evangelical churches experienced tremendous growth. 
This in tum led to increased problems regarding how to care for and train new Christians 
in the churches. Robert Coleman wrote a book called The Master Plan of Evangelism in 195 1 
that enjoyed considerable popularity. Coleman ( 1951) developed a system that was built on the 
pattern of training that Bruce had identified. This technique included focusing not only on the 
1 New International Ver s i on 
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initial conversion of a person, but further training so that the new convert could eventually repeat 
the process. Attention would be focused on a few that received a more intensive type of training 
which of course included the goal of multiplying one's efforts through the disciples made. This 
approach came to be called discipling or disciple making. For most it was clear that the older, 
mature Christian was not making disciples for themselves but for Jesus. 
In the 1960's, the Jesus Movement became a Christian expression of the challenge to 
institutional America occurring on every socio-economic and cultural level. The emphasis on 
intense relationships, training and ministry by lay people, and a departure from traditional 
approaches to evangelism grew with the movement. The 1970's and 1 980's saw a large increase 
in Campus ministries and the founding of parachurch ministries (i.e., The Navigators, Campus 
Crusade) to support the Church. Many of these ministries had a disciple-making orientation. 
Hendricks and Hendricks ( 1995) made some important distinctions between discipleship 
and mentoring. Discipleship is a call or invitation from a teacher to follow and learn. Mentoring 
focuses on imitation while discipleship focuses on learning instruction (Hendricks & Hendricks, 
1995). These distinctions appear to be somewhat arbitrary, as there are many forms and 
functions of mentoring, one of which may very well be the making of disciples. However, the 
appeal to Biblical precedent is clear. 
There has been an attempt in the 1990's for churches to use mentoring practices from 
current psychological research, and develop Christian applications with strong connections to 
Scriptural principles. For example, one church mentoring program has been developed that 
seeks to "establish vital relationships between older women who desire a significant ministry and 
younger women who need the encouragement and a role model that only an older woman can 
provide" (Otto, 1997, p. 141 ). This women's mentoring program appeals to the scriptural 
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admonition of Paul in Titus 2:4 for the "older women to train the younger women to love their 
husbands and children". 
It is clear that disciple making is a type of mentoring, although a very specific type. In 
the context of a relationship, a more experienced teacher trains new converts for the purpose of 
increasing the numbers of non�professional lay Christian ministers. 
_spiritual Mentoring 
This body of literature is the most diverse with respect to both content and the religious 
traditions represented by the authors. The literature is a clear attempt to integrate 
theological/biblical tradition and psychological research. Sellner ( 1990) begins his work, 
Mentoring: The Ministry of Spiritual Kinship, with these words: 
There is an emerging consensus in our society and church on the importance of people 
acting as mentors and guides to others. Developmental psychologists are affirming the 
contribution mentors can make regarding career and professional choices . . . .  In the area 
of Christian spirituality the need for sponsors in the conversion process and spiritual 
guides for ongoing adult transformation is once again being recognized as important, if 
not essential, to the life of faith. (p.9) 
Matthei ( 1996) suggested that this approach is an important contribution to the greater 
body of mentoring literature. She has suggested that Levinson et al. ( 1978), who represents the 
larger body of mentoring literature, described the mentoring process as primarily the facilitation 
of professional success. Offered in contrast is the position of Sharon Parks of Harvard who 
identifies the older or more mature adult's  contribution to the protege as the "formation of 
meaning" (cited in Matthaei, p.l2). Her conclusion then is that� "The primary difference . . .  seems 
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to come from a theological perspective that claims God is at work in relationships . . .  The added 
ingredient of faith alters the entire picture" (p.13). 
Matthaei (1996) identifies this process as Faith Mentoring and states, "A faith mentor is 
a co-creator with God who, as a living representative of God's grace, participates in the 
relational, vocational, and spiritual growth of others" (p.20). Faith Mentoring describes the 
mentor as functioning in four roles as Guide, Model, Guarantor and Mediator. Spiritual 
Direction is identified as mediation and as such is one part of the larger process of Faith 
Spiritual mentoring focuses on both the mentor and the protege's relationship with God. 
The goal is that the protege be nurtured in that relationship and learns to be more like Christ, the 
ideal (Jones, 1991; Tam, 1996) "The focus of spiritual_friendship, then, should never be our 
personality or human ingenuity, but on God and his work in our lives'' (Jones, 1991, p.44). 
It is clear that while this literature makes use of the most current psychological research, 
and appears to be accepting of psychological as well as spiritual explanations of change and 
growth, the focus nonetheless is on spiritual growth and development. Stanley and Clinton 
(1992) assert "mentoring is not just the latest fad or buzzword. For Christians it is rooted in 
biblical principles" (p.45). "Mentors and mentoring relationships are as diverse as the 
personalities involved, but for many mentors, especially spiritual mentors, one of the most 
essential tasks is to help others discover the dimensions of the soul, that all-encompassing reality 
greater than our conscious minds and more ancient than our egos" (Sellner, 1990, p.141 ). 
The clear emphasis is on the personal relationship that exists in the spiritual mentoring 
process. "The ministry of being a spiritual mentor or soul friend consists primarily of a 
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friendship relationship between equals who bring their maturity and wisdom to each other's 
quest for holiness and God" (Sellner, 1990, p. 15 1  ). 
Psychological and theological training can be combined to provide a more 
comprehensive educational experience. " . . .  training programs that include theological education, 
a history of spirituality, knowledge of psychology and supervised practicum can assist those who 
seek to enhance their gifts in mentoring and guidance" (Sellner, 1990, p.35). 
As in the mentoring literature, there is no consensus regarding the designation or 
definition of the mentoring relationship. Sellner ( 1990) identified the process as spiritual 
mentoring. He states that it is "one particular form of mentoring, [which] may be characterized 
by greater depth and may be more explicitly concerned with our vocation and relationship with 
God . . . " (Sellner, 1990, p.9). Maturity is a process that is at some point community-based. For 
the Christian, spiritual growth must take place in that community context. Spiritual mentoring is 
an application of those principles (Sellner, 1990). 
While this approach is a clear and noble attempt to integrate psychological research and 
Christian principles, it is still clearly a specific form of the mentoring process that would be 
difficult to generalize to a broader, more secular base of application. 
The Need for Spiritual Mentoring Relationships 
Stanley and Clinton ( 1992) believe that the current rise of interest in mentoring 
relationships results, in part, from our "Western society's extreme individualism and resulting 
lack of accountability" (p.45). What was once a very natural process, the training of the young 
and inexperienced by the older and wiser, has come to be analyzed, detailed and programmed 
(Hendricks & Hendricks, 1995). 
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Spiritual mentoring is viewed as a ministry by which proteges are aided in their 
development as Christians. While all would agree that this is a beneficial pursuit, some have 
suggested that the process is actually vital to the Christian life experience. 
"If Christian faith and values are consciously brought to others, this mentoring, I believe, 
becomes an important form of contemporary ministry" (Sellner, 1990, p.9). Our relationship 
with God is an "intimate conversation" (Nouwen, 1981, p.399) for which we need special 
training. Some have argued that it is because of the challenges of modem society that the 
Christian individual needs such assistance and training. Calvin Miller writes in his forward to 
Jones' ( 1991) book, Mentor and Friend, " . . .  I am one of those modem pilgrims, grown up in a 
land seceded from God . . .  I need a little help, a companion to guide me through the dim places of 
my spiritual journey. Without a spiritual director, none of us will take the quickest, straightest 
journey unto God" (p.9). 
Other authors wonder aloud if it is even possible to live the Christian life without such a 
mentor or director. An old Celtic Christian saying goes, "Anyone without a soul friend is like a 
body without a head" (Troxell, 1992, p.245). Merton ( 1960) suggests that receiving spiritual 
direction can make the difference between "sanctity and mediocrity" (p.27). 
Spiritual Mentoring Roles & Functions 
Mentoring is a nurturing relationship. The role of the faith mentor is that of being a 
mediator of God's grace for someone else. This is connected to a basic belief that God is active 
in interpersonal relationships. "The first thing that genuine spiritual direction requires in order to 
work properly is a normal, spontaneous human relationship" (Merton, 1960, p. 19). As a faith 
mentor nurtures another person, he or she is interested in facilitating the less experienced 
protege's response to God's  active work in their life (Matthaei, 1996). 
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A mentor is a trusted friend (Merton, 1960). A spiritual mentor is not a counselor or 
"'"'"''n:1iru..:r but "a mature fellow Christian to whom we choose to be accountable for our spiritual 
and whom we can expect prayerful guidance in our constant struggle to discern God's active 
nre:senc�e in our lives" (Nowen, 1981, p.402). Other authors have called this mentor a "soul­
(Leech, 1992), or a "spiritual friend" (Edwards, 1980). Table 2 shows the variety of 
.... .  unr role descriptors used in the Christian theological literature. 
Christian writers propose similar phases to a mentoring relationship. Definition, 
development, and departure are three stages identified by Hendricks and Hendricks(1995). This 
··lit<�rature differs from the mentoring literature in describing this relationship in terms of a life 
that has a birth, a middle, and a distinct end (Levinson et al., 1978). Sellner (1990) says 
"mentoring does not have to end so sadly or bitterly as Levinson predicts. The mentoring 
relationship can be transformed in to a relationship characterized by the mutuality and equality 
found between friends" (p.35). A spiritual mentor may become more of a peer as the protege 
develops over time (Biehl, 1996). 
A Spiritual Director may become a trusted life-long friend, or may act as a professional 
guide for a specific period of time (Jones, 1991 ). The more formal relationship may have some 
predefined goals or objectives, the satisfaction of which may initiate the relationship's end. Yet, 
the literature does not discuss this in terms of phases or identified stages. 
The Disciple-maker will lead the new convert through a series of lessons. This trainer 
may have clear objectives such as teaching the disciple to pray, to read the bible in a systematic 
way, and to share their new faith with others. Again, there is no attempt to cast these progressive 
training lessons in terms of distinct phases or stages of the Discipler-disciple relationship. 
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2 - Variety of Mentor Role Descriptors found in the Christian Literature 
Reference 
Edwards, 1980 
Merton, 1 960 
Mentor (Guide, Model, Guarantor, Mediator) Matthaei, 1 996 
Leech, 1 992 
Spiritual Director, Soul Friend, Pilgrim Companion, Spiritual Guide, Troxell, 1992 
Midwife, Facilitator, Winnowing Fork 
Spiritual Mentor, Trusted Friend, Soul Friend, Midwife of the Soul, Sellner, 1 990 
Pioneer 
Mentor, Discipler, Spiritual Guide, Coach, Teacher, Sponsor Stanley & Clinton, 1 992 
Biehl, 1 996 
Hendricks & Hendricks, 
1995 
Stanley and Clinton ( 1992) envision a mentoring relationship that at various times may 
become more or less deliberate. They divide the larger mentoring process into three distinct 
mentoring experiences. Situations in life will dictate the need for the particular approach used. 
Intensive Mentoring has the mentor acting deliberately as Discipler, Spiritual Guide and Coach. 
Occasional Mentoring casts the mentor in the roles of Counselor, Teacher and Sponsor, which 
are located in the middle of a continuum of deliberateness. Passive Mentoring employs 
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modeling and may take the form of a contemporary or a historical model or hero. This is 
identified as the least deliberate of the three types of mentoring. All three types of mentoring 
operate with the dynamics of attraction, responsiveness, and accountability but to different 
Benefits of Spiritual Mentoring 
Spiritual mentoring provides many benefits for the mentor, the protege, and the church 
community. These interpersonal and organizational benefits are clearly documented in the 
literature. 
Benefits to the Protege. In whatever form the spiritual mentoring takes place, the protege is 
helped to find self-worth. This happens when the trainee is affirmed and encouraged by a trusted 
friend. A Spiritual Director will help the protege discern the deeper meaning of life events. The 
wisdom and experience of the mentor is invaluable to the inexperienced protege. This may come 
in the form of protection from dangerous situations through wise counsel or the clearer 
perception into a character flaw that comes through the constructive advice of a trusted friend. 
Jones ( 1991) lists the benefits of spiritual direction as; "the openness of a listening friend, the 
encouragement of a caring friend, the toughness of an honest friend, and the wisdom of a spirit­
minded friend" (p.38). 
Spiritual Mentors promote genuine growth and change. This includes emotional, social 
and spiritual growth. A spiritual director will help identify a protege's gift(s) from God and will 
help him/her develop that gift to be used for God (Merton, 1960). 
A mentor also provides a model to follow which helps the protege reach goals more 
efficiently. The mentor then plays a significant role in the life of the protege as a representative 
of God, and a means by which God blesses him or her (Hendricks & Hendricks, 1995). 
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With the assistance of a spiritual mentor, the protege is able to find a deeper, more 
am:hetm·c self who is able to mentor others (Sellner, 1990). This replication or multiplication of 
<liffi"lrt� is a key component to this spiritual mentoring process, especially in the disciple-making 
of the literature. 
At least one author who fits squarely in the spiritual direction thread of the literature 
.suG�e:ests that a spiritual guide or director is not necessary for the "ordinary" Christian. Merton 
1960) suggests that the Christian lay persons have their needs for spiritual guidance met through 
professional clergy. In contrast, those that make Christianity their profession or vocation, 
nn,�s.�t� for example, need to have a spiritual director. They need a "special formation" (Merton, 
Benefits to the Mentor. Spiritual mentors also benefit in their relationships with those they 
to guide. "A sense of increasing mutuality in mentoring happens, however, not only when 
'We begin to see our mentors as fully human, like ourselves, but when we as mentors begin to 
'liCJtmCIWtleu��e how much of our lives are changed by the talents and questions of those we 
merttor" (Sellner, 1990, p. l38). 
As in the larger body of mentoring literature, Christian writers stress the generative value 
the spiritual mentor who is able to give of themselves to another. " . .. It is one of the most 
basic forms of love relationship, and we not only need mentors in our lives at various stages and 
transitions, but we need to be mentors to others" (Sellner, 1990, p.35). 
In this process, there is a sense in which an older and wiser mentor gives of him/herself to 
the one he/she is leading. It is a Christian principle that people are most intensely blessed when 
they make a sacrifice (of time, money, effort, love, concern etc.) for another's benefit. In this 
spiritual mentoring process there is a metaphorical sense in which leader-guides lay down their 
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lives for another in imitation of Jesus' sacrifice for all of humankind. It is in this replication of 
Christ 's love that mentors fmd their reward. 
Benefits to the Organization . The greatest benefit to the inexperienced protege though, 
is friendship.  This friendship provides a connection to God through which lives are blessed in a 
Whenever and however friendships are made or discovered, the spiritual community that 
comes into being as a result of them is in some mysterious way related to God's love for 
us and mutual care we have for one another. Often it is only because of that human care 
and friendship that we have discovered the friendship of God. Through the love of 
mentors we often discover the reality and the importance of the spiritual community 
itself' (Sellner, 1 990, p. 137). 
This spiritual community of friends is called the church. In its simplest form, it is best 
described as a group of spiritual friends, mutually connected to each other because of their 
common devotion to their master, Jesus Christ. One of the common metaphors used in the 
scriptures to describe the church is that of a body. The church is the body of Christ. The biblical 
writers state that Jesus Christ is the head of the church and individual members of the church 
make up the parts of the body. The body functions as the members of the body function in a 
healthy way that leads to the growth of the body. Mutual interdependence describes the 
relationship of the members to one another. 
The spiritual mentoring process is a description of one of the types of relationships that 
exist in this spiritual community. The growth of the church is aided when new converts are 
given the personal care and attention they need to grow into mature Christians who are able to 
repeat that process (2 Timothy 2:2). 
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When spiritual mentors forget that God is an essential part of the mentoring relationship, 
seek to impose their will on the protege, there is opportunity for a great deal of relational 
This may come in the form of bad advice extended. "Some directors perpetrate great 
and irreverence by putting their clumsy hand where God is working. They may mean well, 
they err through insufficient knowledge. Still, this is no excuse for the advice they rashly 
without first understanding the way the soul is taking." (John of the Cross quoted in Jones, 
It is paradoxical that spiritual mentors that make the strongest appeal to the importance of 
supernatural guidance often tum out to be the most natural or unspiritual. They become 
arbitrary and tyrannical, demanding obedience to their suggestions as if their views were 
infallible (Merton, 1960). Over time, frustration about such inflexible direction may cause the 
.protege to lose heart (Fairchild, 1982). "Much spiritual direction in the past has stamped out 
·nP•Q,· j rP and aspiration, has intimated that the mind and body were mistakes and that sex was not 
God's idea! These are not life affirming models to be followed" (Fairchild, 1 982, p.93). 
It is possible that certain leaders or mentors may use the mentoring relationship as a 
. .... A .. , ..... ., of seeking some honor for themselves at the expense of the protege' s  own individuality. 
Direction and mentoring may imply that the mentor takes the initiative and points the way, but "a 
transforming friendship will allow us the space and quiet to be ourselves . . .  " (Jones, 1 99 1 ,  p.40). 
Peterson ( 1990) says that a characteristic of good spiritual direction is the ability of a director to 
'"get out of the way, to be unimportant." A paradox is in operation here: to be really present 
without being unobtrusively present" (p. l l  ). Another consequence of a rigid and stifling 
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roentoring approach may be that the protege becomes dependent on the mentor in an unhealthy 
The Christian literature that details spiritual mentoring is very explicit in identifying the 
• va.1ues that underlie the process. Merton ( 1 960) stresses honesty and sincerity as essential for a 
positive outcome in the relationship. A spiritual friend must be sincere, sympathetic and 
.understanding. He/She should have common sense and the gift of prayer, genuine humility and 
godliness. The relationship that is fulfilling will be based on love, simplicity and trust. A 
spiritual director seeks to establish "an atmosphere of confidence and friendliness in which the 
penitent can say anything that is on his mind with the assurance that it will be dealt with frankly 
and honestly" (p.38). Leech ( 1992) says that a spiritual director needs to be perceptive and 
insightful. Hendricks and Hendricks ( 1995) list the virtues of a mentor. Included are; 
faithfulness, honesty, humility, godliness, service, patience, and wisdom (p.245). 
Stanley and Clinton ( 1992) identify several characteristics of successful mentors. They 
have perspective. They enjoy intimacy with God and have times of inner renewal regularly. 
They are disciplined, have a positive learning attitude and have a network of meaningful 
relationships including having been mentored themselves at some time during their lifetime. 
Being a great mentor according to Biehl ( 1996) includes five key traits that are 
demonstrated in visible behavior. Love, encouragement, openness, clear motives, and a relaxed 
approach to the process are all identified as essential to being a successful mentor. A protege is 
told to admire, appreciate, consider and love his/her mentor. 
A group of spiritual directors identified these important qualities as vital to a spiritual 
companionship; "personal spiritual commitment, experience, knowledge, and humility, and an 
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discipline of prayer/meditation. The capacity to be caring, sensitive, open, and flexible 
another person, not projecting one's  own needs or fostering long-term dependency" 
1 980, p. 125). 
The Christian literature that focuses on mentoring relationships is consistently explicit in 
:;..:�., ....... 1h"t''a core values or principles that make for a fulfilling, successful process. It is at this 
that I believe that it informs the larger body of mentoring literature. The difficulty lies in 
translation. For those unfamiliar with Christian principles such terms as genuine humility, 
, faithfulness, and spiritually committed, are lost on the reader. Specific Christian 
.l:fJ;"fN"'"'"'"' such prayer, meditation and repentance which are often discussed as disciplines to be 
learned by the protege are unfamiliar to those who have other faith systems. 
Mentoring as a process is clearly established by scientific research and long established 
practice as an effective and fulfilling means to increase knowledge, competence, and success. 
Both the Management literature which was briefly discussed in chapter one and the Christian 
literature discussed in chapter two are explicit in identifying the core values and 
that form the foundation of effective mentoring relationships. In contrast, the 
Mentoring literature reviewed in chapter one discusses such values in implicit terms. In the next 
chapter I will suggest a model of Principled Mentoring that will discuss the core values that are 
foundational to the process, but that will be easily accessible to a more general audience as well 
as applicable to more broad based applications. 
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Chapter 3 - Principled Mentoring 
literature reviewed to this point is clear in establishing mentoring as an intensive and 
*''T'<''"'" productive, and safe for proteges, will depend on the nature of the values which 
the mentoring relationship. In this chapter I will propose and explain a model I call 
ntrrnu··o Mentoring, a model which I have developed to clearly articulate a theoretical 
experience and its outcomes. Figure 1 is an attempt to illustrate the model. 
It has been noted that the mentoring literature reflects pragmatic origins and does not 
a strong theoretical base (Little, 1 990). Case studies and success stories are the primary 
used to establish the benefits of mentoring relationships. It is difficult to find literature 
":r»f'' ,..,'"'r�Mentoring is suggested as a theoretical model to help in understanding the mentoring 
Figure 1 - Principled Mentoring Model 
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The concentric circles represent the totality of the features and traits that a mentor brings to 
the mentor/protege relationship. The inner circle represents the mentor's character. The diagram 
suggests then, that Principled Mentoring is initiated and guided by the character of the mentor. 
The Principled Mentor is one who has adopted and formed certain core values that are essential 
to producing positive mentoring outcomes. These core values are then expressed through the 
mentor's  relational and technical skills as well as through mentoring behaviors (e.g. acceptance, 
protection, and encouragement). 
The word character, according to the Oxford English Dictionary, originally referred to 
the unique or distinctive mark made by some engraving instrument. It has come to be used as 
"the sum of the moral and mental qualities which distinguish an individual" (Simpson & Weiner, 
These qualities may include "qualities of honesty, courage, or. . .  integrity" (Flexner, 
To refer to some trait or quality as a value is to suggest that it has some intrinsic worth, 
or that it is appraised as being of high worth. Values are defined as "the principles or standards 
of a person or society, the personal or societal judgment of what is valuable or important in life" 
(Simpson & Weiner, 1989). A person's character though, is more than the sum of the values that 
he/she may know or believe to be right. Character will always be revealed in behavior and not 
merely through words (Thomas, 1 989). 
Character, therefore, is more complex than a character trait. When directed 
toward developing a constellation of qualities like sensitivity, loyalty, courage, 
fairness, honesty, and openness, the manager reveals a particular and visible 
moral identity . . . . Emphasis on character shifts attention from the act performed to 
the performer of the act, from an emphasis on thinking to an emphasis on 
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being . . .  Character becomes the conduit through which an individual' s  past and 
present flow and the future is designed." (Walton, 1988, p. 177) 
Principled Mentoring identifies core values that are believed essential to positive 
m1entcmrtg outcomes. These values or virtues have been accepted, affirmed and adopted by the 
mentor. More than merely holding these qualities up as being valuable or worthwhile, the 
mentor has made them a part of his or her unique character. I will use both concepts in 
identifying the features of the model. The model will identify core values that are foundational 
to the relationship and it will speak of the importance of the character of the mentor in 
embodying those qualities. 
Kram's ( 1988) work identified beneficial outcomes in mentoring as being both career 
enhancing (sponsorship, exposure & visibility, coaching, protection, and challenging 
assignments) and psychosocial (role modeling, acceptance & confirmation, counseling and 
friendship). These career enhancing and psychosocial benefits are the goal of the mentoring 
relationship and offer direction to the process. They help provide a means of evaluating how 
well the protege has been served by the relationship. I propose that these mentoring behaviors 
are motivated and guided by core values that over time have become integral features of the 
mentor's  character. Role modeling necessitates that mentors have integrity. Acceptance and 
confirmation come through encouragement and support. Counseling and friendship result from a 
caring and careful heart. Thus the mentoring literature has implicitly implied that these values 
exist and are essential even though they have not been explicitly identified. 
In a recent study of 1 ,000 psychology graduate students, the faculty mentor/graduate 
student relationship was evaluated (Clark, Harden & Johnson, 1998). Among other things, the 
research helped paint a portrait of the effective faculty mentor. "The mentor possesses wisdom 
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is ethical . . .  the mentor is . . .  warm, caring, and interpersonally attractive. He or she is honest, 
hurno1·ous. and accepting of others. The mentor remains available to the protege and invests in 
life and career of the protege via encouragement and support" (Clark et.al, 1998, p.2 1). The 
mentoring relationship is clearly driven by foundational values. 
Mentoring survives according to Zey ( 1991), on the basis of the mutual benefits gained 
the protege, the mentor, and the organization. These benefits are said to sustain the process 
·.u_,,,.u ... , 1990). While it would be hard to argue the great importance of the mutuality of benefits 
their sustaining force, Principled Mentoring suggests that it is primarily the character of the 
mentor and the presence of certain core values that both initiate and guide the process. 
Both the leadership/management and the spiritual direction literature reviewed briefly in 
this paper have underscored the importance of emphasizing the principles and values that guide 
the process. Principled Mentoring suggests that the identified core values of the leader, manager, 
or spiritual director are helpful in identifying those that guide the mentoring relationship. 
Stephen Covey ( 1992), a popular writer and speaker on management and leadership, 
suggests that a new management paradigm is needed in American business. He refers to this 
model as Principle-Centered Leadership and suggests that it views people as more than 
organizational assets or resources. Employees, according to Covey, are not just psychological, 
economic and social beings. They are also spiritual beings and need to have a sense that they are 
doing meaningful work. He states, "using this paradigm, we manage people by a set of proven 
principles. These principles are the governing social values that have characterized every great 
society . . .  They surface in the form of values . . .  that uplift . . .  and inspire" (Covey, 1992, p. 1 79). 
Ken Melrose ( 1998), the CEO of the Toro Company also identifies the importance of 
guiding values and principles in leadership. "Beliefs and values are the core principles that 
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direct a leader's actions and decisions" (Melrose, 1998, p.285). He also affirms that the best 
results gained in a corporate setting happen when an individual is inspired, motivated and 
encouraged. An atmosphere of trust and mutual respect make these outcomes possible (Melrose, 
1998). 
Mentoring in business organizations is beginning to reflect this trend in 
management/leadership to identify and stress the importance of values. "With growing 
recognition of the importance of character to successful leadership, mentoring, in the sense of 
helping someone to learn how to 'be' rather than what to 'do' ,  is coming back into vogue" 
(McCollom, 1 998, p.336). This leadership by example, or modeling is a means of teaching both 
expertise and character. Bell ( 1998) in his book, Managers as Mentors, identified six qualities of 
a mentoring partnership that include core values.  They are balance, truth, trust, abundance (or 
generosity), passion and courage (Bell, 1998, pp.27-28). 
In a broader application of this principle, Robert Bly called mentoring a vertical process, 
where young people learn to "be" in that society (Bly, 1996). His thesis is that there has been a 
breakdown in our society in these vertical relationships and what have developed in their place 
are lateral or sibling relationships. Vertical relationships have a connection with the past that 
gives perspective and guidance from those who have gone before. Lateral relationships have 
only a connection with peers who are looked to for validation. Bly suggests that a sibling society 
has emerged where its members live out a perpetual adolescence (Bly, 1 996). This connection 
with the past through mentoring is a means of communicating enduring values to young people. 
Modeling is a clear mentoring role. This essential mentoring function also implies the 
importance of foundational values. Bandura's ( 1977) social learning theory suggests that human 
behavior is primarily learned observationally through the modeling behavior of others. 
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Hendricks and Hendricks ( 1995) suggest that the importance of modeling consistent character by 
the mentor is key to positive mentoring outcomes. "If as Bandura claims, modeling is the most 
powerful form of unconscious learning there is, then what your mentor does and how he lives 
will have a far greater impact on you than anything he says. In fact, you may forget 90 percent 
of what he says, but you'll never forget how he lived" (Hendricks & Hendricks, 1 995, p.68). At 
least one writer has made the connection between this social learning perspective and the 
mentoring process and has suggested that it may serve as a foundation to understand changes that 
happen in proteges and their organizations (Zagumny, 1993). 
Those writers who discuss a spiritual form of mentoring are explicit in describing the 
importance of good character traits undergirding the mentor/protege relationship (e.g. Driskell, 
1993; Dutcher-Walls, 1 99 1 ;  Kelsey, 1991 ). These character values form the foundation ofthe 
spiritual men to ring relationship. Sellner ( 1990) listed the essential attributes of a contemporary 
soul friend as maturity, compassion, genuine respect, self-disclosure, and the ability to keep 
things confidential, knowledge and discernment. The mentor is often referred to as a trusted 
friend (Merton, 1 960). Other authors have called this mentor a soul-friend (Leech, 1 992), or a 
spiritual friend (Edwards, 1980). Jones ( 1991 )  describes the character of such a friend and 
affirms that the benefits gained are the expressions of the character of the mentor. The protege 
experiences the openness of a listening friend, the encouragement of a caring friend, the 
toughness of a honest friend, and the wisdom of a spirit-minded friend (Jones, 1 99 1 ). 
The second part of the diagram suggests that while character guides the process, both 
technical and relational expertise give the relationship substance. By definition, a mentor must 
possess some demonstrated level of expertise in his/her area in order to be able to carry out the 
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'"·· .. '"""' of circumstances is what enables the mentor to have something to offer to the protege. 
The mentor however, has something more than technical information to offer. He or She 
needs to possess relational expertise. Someone may have a great deal of technical 
insights that separates mentoring from merely teaching or coaching (Stanley & Clinton, 1992). 
This combination of technical and relational expertise and experience still hinges, 
nrnJi.TP.ViP.T, On the guiding influence Of character virtues. It is possible for an individual to have 
technical and relational expertise, yet be deficient in character to the extent that he/she is 
mentor, or if the mentor is self-absorbed and stingy with praise, positive mentoring outcomes 
unlikely. Good character provides a foundation for a mentor's life that in turn helps form the 
Feedback is important to any relationship. The diagram suggests that feedback can occur 
multiple levels allowing the mentor to enhance his/her mentoring skills and behaviors. 
valuable feedback will come from the protege, which potentially will impact the mentor 
significant ways. This model presupposes that character for the most part is well formed by 
time a person reaches adulthood. As such, it is quite resistant to any significant changes. 
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model presumes that it takes some type of divine intervention, such as a conversion 
:experience or a traumatic event, to reform a person's character. 
What is Principled Mentoring? I am using the term Principled Mentoring to emphasize 
importance of character to the mentoring process. Principled Mentoring is a theory of 
that explicitly identifies the foundational values that support and guide the mentor­
OfC)te��e relationship. It identifies other crucial components, such as mentoring skills and 
-•·u:nr•nr<: that help produce positive mentoring outcomes, and external feedback loops which 
infotrm. develop and refocus the mentor. The focus of this dissertation, however, will be on those 
foundational values and core character features that guide the relationship. 
The three values identified as essential to Principled Mentoring are integrity, courage and 
Why these three? An attempt was made to identify the values foundational to the 
relationship. I am suggesting that these three core values broadly encompass the 
values that might be identified as critical to the mentoring process. 
The Apostle Paul identified three enduring values to the Christian life in 1 Corinthians 
13:13,  "and now abides faith, hope and love. And the greatest of these is  love". I have chosen to 
begin with these three values but have described them in non-religious terms that might be 
understood by a broader audience. Integrity is synonymous with someone who is faithful and 
trustworthy. Courage is a quality of optimism held by those who have hope. Care is an 
Integrity. The first identified core value is integrity. The foundation of any relationship 
is trust and trust is established with integrity. To establish the importance of this core value of 
integrity to the mentoring relationship, let me begin with a discussion of its outcome, trust. 
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Krasner & Joyce ( 1995) state that "trust is to committed relationships what food is to the 
sustenance of life" (p.xxii). Sonnenberg ( 1994) agrees with this dramatic assertion that trust is 
foundational to interpersonal relationships and states that "trust is the fabric that binds us 
together, creating an orderly, civilized society from chaos and anarchy"(p. 1 87). Covey ( 1994) 
states "Trust is the glue of life . . .  Ifs the foundational principle that holds all 
relationships . . .  together" (p.2 14). Bell ( 1998) affirms, "mentoring partnerships work only when 
Trust comes from the German word trost, which means comfort. To trust then suggests 
being comfortable with another person. Trust is more than having confidence in another person 
but it is less than having blind faith. Trust is a "belief that those on whom we depend will meet 
our expectations of them" (Shaw, 1997, p.2 1 ). Trustworthiness requires character, which is the 
desire to act in a trustworthy way, and competence, which is the ability to accomplish the trusted 
task (Covey, 1 994). Trust is not built through pronouncement or by our merely willing it to 
exist. It is built gradually over time as people in relationship risk making themselves vulnerable 
to each other. It grows when we rely on others, who over time demonstrate that they will fulfill 
our expectations (Shaw, 1997; Sonnenberg, 1994). 
Trust is not the same as caring for or having affection for someone else. We may trust 
those that we do not particularly care for, or we may care for those that we do not fully trust. In 
fact distrust can be a healthy defense against being harmed. Trust increases vulnerability while 
distrust decreases it. In interpersonal relationships in general and mentoring relationships 
specifically, a healthy balance needs be found between trust and a healthy, or boundaried, self­
protection (Shaw, 1 997). 
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Trust is essential to a mentoring relationship in several ways. When trust is built, there is 
mutual willingness to be candid and open with information, opinions, and beliefs. There is also 
atmosphere created in which both mentor and protege can admit mistakes, question 
procedures, and value differences without fear of rejection or unauthorized disclosure. It is on 
relational level that a mentor can share not only his/her expertise but also their character with 
When a mentor possesses integrity and demonstrates this to the protege, trust can be 
established and maintained. Integrity involves both an honesty and consistency in one's actions 
. and words (Bell, 1998� Shaw, 1997). We think of someone with integrity as one who is 
stratgJtlttc>rward non-manipulative, and principled. And, they reliably demonstrate these 
"'�"'�u' ..  "'" across a variety of personal and professional settings. For example, we all have a basic 
need for privacy. A mentor with integrity respects that need for privacy and for disclosed 
ln!tOrnlatJlon when he or she keeps it in strict confidence. "Confidentiality builds trust and is 
expected of any professional counselor or guide in our society" (Sellner, 1990, p. 77). 
Acting with integrity begins with a mentor having a sufficient level of expertise and 
that will allow a protege to benefit from the relationship. Simply put, a mentor must 
have something to share. Competence is a clear requirement for positive outcomes, while 
demonstrated incompetence will diminish trust. Encouraging, caring and supportive mentoring 
of little value if the mentor does not possess substantial expertise. Mentors who present 
as having greater expertise than they actually possess will have difficulty 
establishing trust with their protege. 
Integrity is demonstrated by a number of healthy trust-building behaviors that support the 
tnentoring process. Consistency for instance, is a feature of integrity (Shaw, 1 997; Sonnenberg, 
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1994). This certainly is not moral or professional perfection. But rather, it is a dependable 
pattern of behavior. Forgetting meetings with the protege, giving conflicting advice, and being 
unethical all demonstrate a lack of integrity. Such behavior destroys trust and limits or prohibits 
positive mentoring outcomes. 
Consistency in speech is also a component of integrity ( Sellner, 1990�Shaw, 1 997� 
Sonnenberg, 1 994). A mentor is trusted when public and private speech is consistent. This 
quality may be well defined by the cliche that advises "say what you mean, and mean what you 
say." There is coherence between stated and demonstrated values. We trust those individuals 
whose words and actions are dependable and predictable, even though we may not personally 
agree with all such words or actions (Sonnenberg, 1 994). Merton ( 1960) speaking of this quality 
in spiritual directors offered this advice, "We must learn to say what we really mean in the 
depths of our souls, not what we think we are expected to say, not what somebody else just said" 
(p.37). He refers to this quality as simplicity and contrasts it to hypocrisy (Merton, 1 960). This 
idea of simplicity closely connects with what we are calling integrity, a consistency between 
words and behavior across contexts that stands in contrast to pretending to be what we are not, or 
being deceitful when it is thought that some personal advantage is gained. 
A short vignette will illustrate the impact of a lack of integrity on a mentoring 
relationship. 
Paul had just graduated with his degree in Biblical Studies and was quite excited 
about the internship he had been offered at an established church in a large 
metropolitan area. The location, the diverse demographic make-up of the 
congregation, and the opportunity to practice his developing pastoral skills all 
added to his anticipation. 
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Don had been the senior minister at the church for five years and was well 
liked by the younger members and respected by the older members. Don was an 
excellent speaker, interesting teacher, and was very attentive to the needs of his 
congregation. Paul enjoyed the one-on-one training he received. Don was 
encouraging and gave Paul a number of assignments that showed his respect for 
the growth Paul was making as a minister intern. He also gave him advice on 
how to get along with the leaders in the congregation. 
Don also helped Paul make the transition to living in a new town. He 
invited Paul into his home regularly and Paul came to appreciate Don's wife and 
children. Paul naturally looked up to Don and began to view him as a great model 
of what a minister should be. They had regular discussions about how to balance 
family and church responsibilities. Don was quite critical of ministers who 
neglect and abuse their families while claiming the virtue of being dedicated. In 
fact, Don had authored a series of articles entitled, "Integrity in the Pulpit begins 
with Faithfulness at home". 
One afternoon Don' s wife Sue asked to talk to Paul. She began to 
complain to Paul that her husband was not what he appeared to be. She said that 
Don was frequenting massage parlors, adult bookstores and regularly bought 
pornography. Paul left unsure why she had disclosed this information but more 
than that was crushed by the disclosure. He thought, "how is a 22 year old 
supposed to know what to do with this"? 
Unsure how he should respond, Paul made no response. After a few very 
uncomfortable days, Don called Paul into his office and told him that he was 
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aware of the conversation Paul had with his wife and confessed that it was 
substantially true. He also revealed he had been carrying on an affair with one of 
the women in the church, but added that it had ended recently. Don was openly 
sorrowful about the behavior and how it had impacted Paul. Don also shared that 
he and his wife were getting help with their problems. Paul was able to work 
cooperatively and congenially with Don but took his first opportunity a few 
months later to take a new position in another church. 
In this instance a number of good mentoring qualities and behaviors were negated by a 
lack of integrity on the part of the more experienced mentor. This mentor certainly was 
encouraging and supportive to his protege. He made opportunities for the protege to develop his 
talents under the mentor's watchful eye. There was a measure of protection offered in that the 
mentor gave advice about the organizations' political structure. And, it is clear that the mentor 
cared for the protege and demonstrated this through offering his time and attention. The issue 
raised is not that this mentor violated the protege's personal values, but rather that the mentor's  
life did not match his own publicly and privately stated values. These were the very values that 
the mentor sought to model and encourage the protege to adopt. Trust was violated and the 
mentoring relationship was damaged, in this case beyond repair. 
A mentor with integrity will be held in esteem by his/her protege. A principled mentor 
can serve as a healthy role model for the protege and inspire them to invest the time, 
commitment and energy that is required of a professional who seeks to find success in their 
career through combining a breadth of expertise with a depth of character. 
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Courage. Another foundational value is courage. This courage is not mere bravado or 
macho presentation. The word comes from the French Coeur or heart (Cory, 1998, p.2 12). To 
demonstrate courage is to take heart and not give in to immobilizing fear. A principled mentor 
demonstrates the necessary courage to face their past, present and future. 
The mentor's past experiences and relationships make up the mentor's story. It takes 
courage to confidently integrate the past into the present. Past mistakes, professional and 
personal have likely made a large contribution to the mentor's expertise and character. 
Principled mentors must do this if they are to successfully assist the protege in building self­
confidence in spite of their own flaws and mistakes. Bell ( 1998) says, "the most powerful and 
difficult part of mentoring is being who you are" (p.x). 
A principled mentor also demonstrates courage in having an optimistic view of the future 
(Lee, 1997; Shaw, 1 997; Stanley & Clinton, 1 992). This will include both personal and 
professional optimism. This is not mere wishful thinking, or a refusal to deal honestly with the 
complexity of life. More than positive thinking this courageous optimism is a measured choice 
of perspective. A cynical, pessimistic, or self-deprecating mentor will not produce a confident, 
self-assured protege (Bell, 1 998). 
It is the principled mentor's  view of the present that perhaps has the greatest impact on 
the protege. The mentor who recognizes the need to be authentically present in the moment is 
one who has a principled view of relationships. It takes courage for a busy professional to invest 
time and attention in a protege. In today's competitive atmosphere it would be easy to consider 
other interests as more important. The principled mentor is able to see past the short-term 
challenges in order to see the long-term value of this investment (Lee, 1 997). It is a courageous 
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that communicates to the protege that he/she is valuable, and worth the investment of 
One of the primary goals of the mentoring relationship is the empowerment of the 
twl'lte{!e (Bell, 1 998; Covey, 1 994; Lee, 1 997). This is simply the process by which a protege is 
the ability, opportunity and motivation to carry out desired actions. Of course this assumes 
cooperation of the protege, but our focus remains on the mentor's role in the process. 
Empowerment is founded on trust, and built through encouragement (Lee, 1 997; Stanley & 
Clinton, 1992). 
Encouragement is literally replacing the courage that is dissipated by the stressors of 
daily living (it is the process of putting the courage back in). The mentoring relationship has a 
developmental cycle whereby the protege moves from inexperience to maturity. Growth of 
expertise and character through experience can often be painful and even discouraging. 
Psychologist Erik Erikson described human development as happening within a social context 
and being marked by a series of crises (Erikson, 1994). If the crisis at a particular stage of 
development is resolved, a person is empowered to move to the next stage in his/her 
development. The developmental crises that serve as markers in the development of a protege 
are overcome by the courage of the protege with the assistance of his/her encouraging, 
supportive and protecting mentor. The mentor offers this support in the roles of advisor, coach, 
champion and sponsor. In these roles the mentor seeks to help the protege move toward 
independence and self-sufficiency (Bell, 1998). The protege is given the support and 
opportunity to be successful while being protected and guided by their mentor. This new found 
success or competence gives them the courage over time to accomplish the same things on their 
own. This confidence and courage are vital to achieving positive outcomes. 
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Encouraging words can help empower the protege (Stanley & Clinton, 1992; 
Wolterstorff, 1994). The experience of the mentor puts him/her in a good position to offer such 
support. The mentor has already successfully endured the obstacles that the protege will 
encounter. And, the protege trusts their mentor. "You can do it" is not merely a cheerleading 
statement. Translated it says, "I know you, and I know what this difficult situation demands. 
You have what it takes to be successful in this circumstance." This encouragement empowers 
the protege to attempt a skill, or face a person or event that he/she might otherwise have chosen 
to avoid. A successful interaction based on such encouragement will build self-confidence in the 
A similar encouraging behavior might be the presentation of an assignment, or a position, 
or recognition that demonstrates a vote of confidence by the mentor. The mentor may also 
champion the cause of the protege within an organization or professional group. This confidence 
and trust can empower the protege to pursue his/her career goals courageously. 
In the context of a supportive, trusting relationship, mistakes are not viewed as critical 
but are actually welcomed (Bell, 1998, Wolterstorff, 1994). Proteges can pursue their goals 
creatively and without undue hesitation because they trust that their mentor will be there to 
protect and guide them. Performance is enhanced in such an atmosphere. If the mentor were to 
be controlling and manipulative the protege would learn to protect him/herself by approaching 
tasks and people in a hesitant and restrained way. A Principled Mentor would seek to offer 
consistent support and encouragement with the goal of empowering the protege to grow into a 
competent and confident professional. 
The following vignette demonstrates how empowering words of encouragement can be to 
an employee/protege: 
...... 
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Rick was relieved to finally get the call that he had been promoted. He would 
now move out of the retail store that he was managing and would work out of the 
district office. Eileen, his district manager would now be his direct supervisor. 
Rick's  experiences with Eileen had been limited. On the rare occasions 
that she visited his store she complimented him on its appearance and sales 
performance. Now, as a result of the promotion and working out of the district 
office Rick had more direct access to Eileen. She seemed to take a personal 
interest in his training and often had Rick accompany her on store visits. Eileen 
was careful to make these trips learning experiences and shared her insights into 
managing a group of retail outlets. 
When Rick gave his first speech at a division sales meeting, Eileen was 
not only complimentary of his speech but used the occasion to introduce him to 
several corporate supervisors that might help Rick's  career at some later time. 
Eileen gave Rick assignments of increasing importance that gave him visibility in 
the company. One day she asked Rick to facilitate a conflict resolution meeting 
with an independent store owner. She said, "Rick, you have integrity and people 
trust you. I know you will help keep the meeting on track. I'm not sure I could 
do that as well as you in this situation." 
Long after Eileen was promoted and transferred out of state to the 
corporate headquarters, Rick remembered how Eileen had helped launch his 
career. 
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In this example, the supervisor demonstrated mentoring behaviors that clearly assisted the 
protege in his development. She demonstrated a confidence in the new employee' s  skills that he 
did not yet fully share. 
Her encouragement came through the giving of assignments that were challenging and 
clearly reflected her faith in him. She also took advantage of opportunities that presented 
themselves, such as the district sales meeting, to help him build a network of contacts within the 
company that would help him at some future time. But, the most obvious example of her 
encouraging style is the statement that was made to Rick prior to the conflict resolution meeting. 
She essentially told him that she believed that he could do a better job than she could in 
facilitating a successful meeting. It was certainly courageous for her to admit this without any 
fear that her position would be diminished in her protege's  eyes. In the context of her style of 
continually giving encouragement, the statement was accepted as genuine, and Rick was 
empowered to lead the meeting. Such a principled mentor is not easily forgotten. Even in this 
business context where promotions and transfers from one office to another, brief periods of 
mentoring by such men and women of character make a lasting impact on the young 
professional. 
Care. The third core value in Principled Mentoring is caring. At the heart of a successful 
mentoring relationship is genuine care and concern for the protege. Davies ( 1993) listed the 
qualities of a good spiritual director. They included; nonjudgmental attitudes, deep sensitivity, 
love, and care for those directed. 
If mentoring is to accomplish its goal of assisting inexperienced people in their 
development as professionals it must include a basic affirmation of proteges by their mentors 
(Bell, 1 998; Little, 1 990). This acceptance and professional affirmation builds self·esteem in 
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It encourages not only positive outcomes for proteges in their career, but increases the 
likelihood that proteges will in tum mentor others. 
Sellner ( 1 990), writing about the qualities of spiritual mentors says that the most 
important quality is compassion, "the ability to hear what another is attempting to put into words, 
the ability to understand without judging . . .  " (Sellner, 1990, p.76). This compassion is an 
expression of care and concern for the protege. The protege is helped by a mentor who is a 
model of compassion and authenticity (Bell, 1 998). 
If proteges believe that they are being used as a means to an end, they will feel devalued 
and diminished. Some but not all mentoring relationships will result in a friendship or be 
characterized by strong affection. Some relationships by their nature will be more formal and 
business-like. This core value of Principled Mentoring guides a variety ofmentoring 
relationships. Caring at its most basic level is a demonstrated affirmation of the value of each 
human being (Wolterstorff, 1 994 ). The mentor is careful with the protege because he/she is 
worth caring about. Intentional training of a protege over time may well result in the natural 
affection that friends develop for one another. 
The mentor' s care and concern will not only look for ways to affirm the protege but will 
also guide the mentor in being careful to not violate the healthy boundaries that ethical practices 
would demand. Care is demonstrated in being sensitive to the vulnerabilities of the protege. For 
example, Odysseus, the first mentor, knew that his young protege, Telemachus, "needed both the 
wisdom of experience and the sensitivity of a fawn, if he was to learn to be a king" (Bell, 1 998, 
p.7). 
Caring is demonstrated in understanding (Shaw, 1997). Care and concern is shown when 
the mentor recognizes the contributions of the protege and shows confidence in his/her growing 
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abilities. Proteges' self-esteem will grow as they feel that their concerns are listened to and 
understood. "Good mentors do not listen passively; they listen dramatically. They demonstrate 
through their words and actions that the thoughts of their proteges are welcome and useful. 
When people feel heard, they feel valued. Feeling valued, they are more likely to take risks and 
experiment" (Bell, 1998, p.92). 
Caring and affirmation by the mentor also helps trust grow into loyalty (Wolterstorff, 
1994). Protege learn to expect that their mentors will be loyal to them and will not betray their 
confidence. The mentor's  concern for the protege does not mean that the mentor will always put 
the protege' s  needs above his/her own. It does mean though, that the protege can expect that the 
mentor will not deliberately hurt or take advantage of the trust he/she have invested in him/her. 
The following vignette illustrates the consequences of an uncaring mentor: 
Amanda waited in the department office to read the posting of Faculty Advisor­
Graduate Student assignments. She was convinced that a good match was 
necessary in order for her to finish her professional training and launch her career. 
Amanda was very energetic and bit compulsive about her academic and 
professional goals and was willing to sacrifice whatever time and effort was 
needed to accomplish them. At the top of her list was her desire to be published 
prior to leaving graduate school and land a prestigious internship assignment. She 
believed that a wise and helpful faculty mentor would enable her to accomplish 
those goals. 
Amanda considered her assignment to Dr. Barnes as proof that the faculty 
viewed her as having great promise and among those at the top of her class. Dr. 
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Barnes was the head of the department, an interesting lecturer and was a respected 
scholar both within and outside the university. His research was regularly 
published by the top professional journals in his field. In fact, Dr. Barnes had 
developed and initiated the Faculty/Student mentoring program at the university. 
After two weeks, and no word from his office setting up a meeting, 
Amanda was concerned. She consulted other students and found out that they 
were already meeting regularly with their faculty-mentor, became concerned and 
contacted Dr. Barnes secretary for an appointment. Amanda was informed that 
Dr. Barnes was going to be gone the next two weekends to read papers at two 
conferences and would not be able to meet with her for two weeks. 
When the appointment time came, the Professor's first statement was, 
"Well, well, Ms. Higgins. It's about time you showed up." Amanda began, 
"I. .uh . .  didn't know I was supposed . . .  " "Please Ms. Higgins", the Professor 
interrupted, "let's don't make excuses. My first piece of advice to you is that you 
need to learn to take initiative. Frankly, I am disappointed that it took you so long 
to initiate a meeting." Amanda remained silent, and felt crushed that she had 
gotten off on the wrong foot with her mentor. 
Over the next few months, the Professor constantly changed appointment 
times with little or no explanation. He would show up late, and on one occasion 
simply didn't show up at all. When Amanda did meet with Dr. Barnes the 
meetings would often get cut short when he would have to take phone calls from 
out of state colleagues. Amanda grew frustrated that the majority of the time was 
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spent discussing Dr. Barnes' research. She did enjoy hearing about his project but 
when she would bring her own research up, it felt like the Professor dismissed it. 
By the end of the semester, while other students were well into their 
research projects, she had not begun hers. It took all her courage to ask the 
Faculty/Student Mentoring Committee for a different mentor assignment. She 
believed that she was being viewed as a problem student and her confidence was 
dramatically decreased. 
This student was certainly energetic and quite self-confident. Her goals were clear and 
she was optimistic about her future. The mentoring assignment seemed to fit well with her plans 
but her disappointment was intense when she perceived that her mentor was not interested in her 
personally. 
The Professor obviously had a great deal of technical expertise. Since he had devised the 
faculty/student mentoring program he most likely knows the mentoring research and could detail 
the process from beginning to end. This man's fatal mentoring flaw is his lack of care and 
concern for his protege. If he does have genuine concern for this student, he has failed miserably 
in his communication. He was careless in following through with his appointments, leaving her 
with the impression that he considered his time with her as unimportant. His sharp reprimand 
about her failing to initiate the first meeting also seems rather unfair and perhaps a shaming 
experience for the student. 
His lack of interest in his protege's  research also suggests some insensitivity and a deficit 
in concern. He failed to take the opportunity to share his research expertise with this student 
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who needed both technical assistance and relational support. As a result, a bright, energetic, 
ambitious student is discouraged and left with self-doubt. 
Summary 
The Principled Mentoring model emphasizes the central role that character plays in the 
mentoring relationship. These core values support the mentoring process. Personality traits 
unique to the mentor as well as mentoring behaviors are also a vital part of the process according 
to the model, but have not been the focus of this project. 
The mentoring literature implies the importance of these guiding values by detailing the 
psychosocial benefits that a protege receives in a mentoring relationship, and which could only 
be shared by a principled mentor. Three important values that appear to be broad enough to 
include other value descriptions are; integrity, courage, and care. Integrity produces trust. In an 
atmosphere of trust, encouragement empowers a protege by instilling a sense of self·confidence. 
A confident protege enjoys increased self-esteem as his/her caring mentor affirms them. Covey 
( 1992) sums this up well, "People of integrity make and keep commitments to themselves and to 
others. People of maturity balance courage and consideration. They are able to express their 
ideas and feelings with courage balanced with consideration for the ideas and feelings of others" 
(p.2 14). 
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Chapter 4 - Conclusions and Recommendations 
Summary 
I began this dissertation with a discussion of the mentoring literature. A great deal has 
been written about this developmental relationship and research has built a strong case for the 
value of mentoring relationships across a wide variety of settings. Informal mentoring 
relationships in the past were often familial in nature. Adults in an extended family would help 
younger people grow, mature, and find acceptance in the family community. Apprentice 
programs have been used for centuries as a form of mentoring where a craftsman would share 
their expertise and their love for their trade. In more recent times mentoring has been most 
prominent and explicit in academia and in business settings, but mentoring is evident more 
broadly. Pairing adults with underprivileged youth in mentoring programs, for instance, has 
enjoyed some popularity in large urban areas as an attempt to enrich the lives of their youth and 
direct them away from crime, drugs, and gangs. 
Mentoring is a relational process in which a more experienced person is able to help a 
less experienced person grow in his/her profession or career. While the mentor has traditionally 
been older than his/her protege, this is not necessarily the case. Currently, it is much more 
common for people to have more than one career, and therefore, to enter a new career at mid-life. 
Most often, mentoring takes the form of an unstructured relationship but many businesses and 
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some universities have developed formal mentoring programs. The research has explored both 
types of mentoring relationships. 
Mentors function in a number of roles on behalf of the protege. They may be teachers, 
sponsors, advisors, trainers, role models, friends and counselors. In these roles they assist their 
proteges in a variety of ways. Mentors help their protege's become more visible in organizations. 
They help them maneuver through tricky political waters, protecting them from dangers of which 
the protege may be unaware. Mentors also help the protege grow in confidence and competence, 
offering advice and encouragement. 
Proteges often enjoy career success that can be directly attributed to their relationship 
with their mentor. Likewise, mentors enjoy benefits from the relationship. Among other things, 
they often have a sense of having left a legacy, a piece of themselves, now living in their protege. 
Organizations also benefit from mentoring relationships being developed within their ranks. 
Mentoring has helped improve retention rates for good employees and bolster the succession of 
leadership within the organization. 
As with any relationship, there is potential for psychological abuse or damage in a 
mentoring relationship. The literature is clear in identifying these potential abuses. They result 
from a misuse of the mentor's power and influence. Or, abuse may result in the betrayal of the 
loyalty a mentor is given by his/her protege. The mentoring literature warns against such abuses, 
clearly implying that there is a principled approach to the relationship that stands in contrast to 
this abusive form. Further, the mentor presented as role model in the literature clearly implies 
that a mentor must have something in his/her character that is of value to the protege and worth 
modeling. This would be more than professional expertise. It would include strongly held and 
demonstrated values. In chapter one, the management/leadership literature was briefly reviewed 
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to demonstrate that in contrast to the mentoring literature there is an explicit emphasis on the 
character of the leader or manager. Core values of integrity, honor, courage, and concern are 
among those values that are held by successful managers. 
As a unique feature of this project, the spiritual direction literature was reviewed more 
extensively in chapter two as a special type of mentoring relationship. This body of material 
lends a unique contribution to the discussion of mentoring foundations and practices. The older 
forms of this spiritual mentoring are over 2,000 years old providing a long established tradition 
of training the inexperienced. Spiritual direction, disci piing and faith mentoring were three types 
of relationships discussed that fall within this category of spiritual mentoring. While distinct and 
diverse, all of these approaches are clear in stating the core values that undergird the process. 
The spiritual mentor requires an undergirding character that honors, encourages and cares deeply 
for those that are to be served through mentoring. These relational core values correspond to the 
biblical virtues of faith, hope and love. 
Finally, a model was presented that attempts to demonstrate how the mentoring process 
works when guided by core values held firmly by the mentor and demonstrated through 
consistent behavior. The mentor's character is manifested over time and is demonstrated through 
words and actions. A Principled Mentor holds as valuable the principles of integrity, courage 
and care. By holding, I mean more than a mental assent given to these principles. The principles 
are intentionally adopted and adhered to over time. Also, they are demonstrated naturally in the 
broad range of relationships that the mentor holds with family, friends, neighbors, fellow­
workers and community members. It is difficult to imagine someone successfully feigning these 
values over any significant period of time. 
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Beyond the mentor's character, the model demands some level of relational and technical 
expertise. A mentor must have something to share for the protege to benefit from the 
relationship. The mentor's character and expertise are also filtered through distinct personality 
traits. Tendencies to introversion or extroversion for example, may cause a mismatch between 
mentors and proteges. Finally, the model recognizes that character and expertise filtered through 
personality must express itself in tangible mentoring behaviors. These would include both career 
enhancing and psychosocial behaviors as previously discussed. 
Implications 
The strength of Principled Mentoring as a model is its emphasis on the character of the 
mentor and the identification of core values that provide a strong foundation for mentoring 
relationships. Principled Mentors are those who have formed the values of integrity, courage, 
and care within their character. Their actions flow out of that character and consistently produce 
good outcomes. The emphasis here is character over technique and motives over methods. The 
model would argue that while mentoring behaviors are important to the process, character is 
critical. Sonnenberg ( 1 994) states; 
Very often people overemphasize the importance of the content side of the 
relationship as compared with the process. That is clearly a mistake because the 
success of any relationship should not be evaluated solely on meeting specific 
goals; it lies in the strength and durability of the relationship that is between the 
partners. (p. 1 78) 
The strength of the mentoring relationship, according to the model, comes from the character of 
the mentor. 
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The model is explicit in identifying these values of integrity, courage, and care. This clear 
description of core values is congruent with both the spiritual direction and the 
management/leadership literature. These bodies of literature also explicitly define both the 
importance of values, as well as the naming of the values themselves. 
The core values identified in the model-integrity, courage and care-are intended to be 
broad categories of values that might include other important principles. It is admitted that these 
may be somewhat arbitrary and yet seem to the author to be both distinct and comprehensive. 
An attempt was made to limit the number of core values identified so as to maintain a simple yet 
thorough model. It is conceivable that upon further study, other distinct core values will surface. 
The model is intentionally broad and seeks to identify core values that guide mentoring in 
a variety of contexts. Potentially, a discussion of the values that are foundational to any type of 
mentoring relationship encourage a conversation between academic, business and spiritual 
theorists and researchers. The emphasis on good character would apply equally to executive/new 
employee, professor/graduate student, spiritual director/novice, and community leaderf'at risk" 
youth mentoring relationships. 
It might be argued that the model' s  focus, which is clearly on the mentor's character and 
the suggestion that this is the guiding force of the relationship, is somehow inequitable to the 
protege. Perhaps in some way this diminishes the contribution of the protege' s  character and 
behavior. It is true that the relationship is between two people. It is also true that the protege 
plays a very important part in the learning process. The mentoring relationship is mutual, and as 
time goes on the mentor may become much less directive and the protege may take a more active 
role in the developing friendship. In fact, it seems clear enough that if the protege lacks basic 
integrity, the relationship could become harmful to the mentor. For instance, if a protege were to 
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break confidence with his/her mentor, perhaps by revealing confidential material to some other 
party, the relationship could no be weakened beyond repair. In spite of the mutual nature of the 
relationship, and the impact that the protege's character might have on the relationship, it 
remains that the mentor enjoys a more powerful and influential position. Principled mentoring 
stresses the importance of the mentor's character in guiding and directing the relationship. 
It might be posited that Principled Mentoring is really only a discussion of ethical 
behavior on the part of the mentor. Yes, the model does demand ethical behavior from the 
mentor. This emphasis is consistent with the movement in psychology to produce guidelines that 
define ethical practice. Ethical behavior among psychologists is more broadly demanded by the 
need to maintain the integrity of the profession. Also, one of the areas receiving attention in the 
current literature is the effectiveness or appropriateness of cross-cultural or cross-gender 
mentoring. At some level, the questions raised are not only about what is practical but also what 
is potentially unethical about these special forms of mentoring. 
Principled Mentoring introduces a critical consideration in this discussion of professional 
and ethical treatment of proteges. Principled Mentoring, with an emphasis on character and core 
values, provides a foundation for conceptualizations of mentoring relationships. These values 
guide the mentor in building and maintaining the relationship while ethical restraints offer 
motivation to help avoid inappropriate behaviors. Foundational values and ethical restraints 
offer different forms of motivation for avoidance of questionable practice or potentially unethical 
behavior. 
The model does offer assistance in the selection of mentors. A protege who is looking 
for a mentor with whom to form a relationship would be well served to consider carefully what 
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values, implicit and explicit, are evident in the behaviors of the mentor. Outcomes of these 
values may be demonstrated through observed behaviors or reports of other proteges. 
A focus on character might also help in an organizational setting, in selecting candidates 
to serve as mentors. It would be important to ask questions like; "How has this person interacted 
with subordinates?", "Does this potential mentor excel in encouraging others?", "Does this 
person have the ability to clearly communicate care and concern for others?", or "Does this 
person demonstrate integrity that inspires those around them and commands his/her respect?" 
A Principled Mentor might also benefit from a close look at his or her own character 
prior to accepting a mentoring position. Often, there is reluctance on the part of mentors to 
accept an offer to mentor. Reluctance may come from a false belief that successful mentoring is 
exclusively dependent on technical skills and extensive professional training. A Principled 
Mentor does not require mentoring expertise alone, but rather solid character and a willingness to 
share his/her experience and expertise with a less experienced person. Although technical skills 
are very important, they are far more easily developed than fundamental character features. An 
introspective look at one's own core values may help an experienced mentor evaluate his or her 
mentoring relationships. 
Recommendations for Subsequent Study 
It is clear that some mentoring relationships are unsatisfying to either the mentor or 
protege or both. Some mentoring relationships fail and are terminated. It would be helpful to 
know more about mentor relationships that suffer poor outcomes. Where do such relationships 
break down? This research might include an examination of the core values of the mentors who 
experience poor outcomes to determine whether patterns emerge. This course of study might 
produce some helpful preventive information or may assist in matching mentors and proteges in 
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formal mentoring programs in such a way as to avoid poor outcomes. Using the model as a 
starting point, it would be helpful to ask; "Do reports of positive mentoring outcomes confirm 
the critical nature of the mentor's character to the relationship?" I would predict that such 
research would indeed demonstrate that good character is critical to positive outcomes. It would 
be interesting to identify the ways that a mentor' s role will change in an increasingly 
technological society. Will the exponential growth of technological systems and their use in 
business and academic settings increase or diminish the importance of mentor-protege 
relationships to professional development? 
Another line of research could investigate the core value descriptions used in this 
dissertation. Are the core values of integrity, courage and care (or concern) really distinct? Are 
there other values that are important to the mentoring process that are not included in the three 
proposed in this study? I would suggest that such research would confirm the existence of a few 
key mentor values, but most likely described in a number of ways. 
I have focused almost exclusively on one part of the Principled Mentoring model, the 
character or value commitments of the mentor. The connections between the other facets of the 
model need to be detailed and researched. For example, do deficits in certain relational skills 
limit positive outcomes even if the mentor possesses good character values? 
As has been true with much of the mentoring research, this model lends itself to study 
using qualitative techniques. Levinson ( 1978) and Kram ( 1988) are two good examples of the 
use of biographical interviews. Mentoring relationship outcomes tend to be seen over extended 
periods of time, especially in more informal contexts. Therefore, qualitative techniques that are 
episodic or longitudinal in nature may be indicated. Often the most important data to be 
collected comes from retrospectives offered by proteges who, over time, have come to appreciate 
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and value the contributions of their mentors. Structured interviews administered to proteges and 
protege journal entries have been used to study perceptions of how helpful particular mentor 
behaviors were in meeting mentoring goals (Papalwis, 1991 ). Detailed interviews could be 
conducted with professionals from a variety of business and academic contexts to gain 
information through reflection on their experience of being mentored. Current mentors could be 
interviewed to ascertain their insight into the importance of character to the mentoring process. 
Empirical research approaches could also be employed to test the distinctiveness of the 
core values of integrity, courage and concern. The connection between good character and 
positive outcomes should also be tested. One recent doctoral dissertation (Coffman, 1 998) 
studied differences in mentor behaviors in a formal mentoring program in a community college 
setting. These differences were studied along two dimensions, mentor values and training. The 
study used Cohen's ( 1995) Principles of Adult Mentoring Scale. This scale is narrowly focused 
to formal mentoring programs in a college setting. One limitation of this approach seems to be 
the assumption that self-report of the mentor's  behavior is distinct from self-reported values. In 
other words, strongly held values could tend to prompt mentors to skew their ratings of their 
mentoring behaviors with their students. 
One suggestion might be to adapt the scale to include protege reports of the mentor's 
behaviors. Or, a measure could be developed to quantify the salient features of successful 
mentoring relationships. Questionnaires could be developed that included behavioral checklists 
to identify mentoring behaviors attributed to effective mentors. Such measures could also 
include personality trait descriptors allowing participants to identify which personality traits 
were perceived to be a part of their positive mentor/protege experience. Lists of values could be 
included in much the same way, allowing participants to identify value descriptors attributed to 
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an effective mentoring relationship. Current mentors and past or present proteges from a variety 
of contexts could be used as subjects. The hypothesis that good character is essential to positive 
outcomes could then be tested. 
Conclusions 
There is a need for continued theoretical evaluation of mentoring. Mentoring is a complex 
and multifaceted relationship that resists precise definition. Principled Mentoring is offered as a 
theoretical model to promote further research. The model's emphasis is clearly on the 
importance of the mentor's character in producing positive mentoring outcomes. Foundational 
values, identified as integrity, courage and concern, evident over time as mentor character traits, 
guide the process and produce a relationship that is satisfying to both protege and mentor. The 
mentor's character is expressed through relational and technical skills and in mentoring 
behaviors. Qualitative interviews offer the best approach to studying the connection between 
core values and positive outcomes. Empirical measures might be developed to further explore 
and explain features of the theory. 
"Value-less" approaches in psychology have generally been abandoned. It is no longer 
viewed as inappropriate for a psychologist to openly declare his or her foundational values. In 
fact, it is considered unethical to ask a client in therapy to give consent to treatment unless the 
therapist has given full disclosure regarding their treatment philosophy and approach to practice 
(Bergin, Payne & Richards, 1996; Worthington, 1993). This approach includes an appropriate 
discussion of any strongly held values that may impact therapy. For a therapeutic relationship to 
develop, it is necessary that the client know something about the therapist Although the 
mentoring relationship is distinct from the therapeutic relationship, it shares some common 
features. Both the therapist and the mentor bear primary responsibility for keeping the 
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relationship healthy, appropriate and helpful. It i s  hoped that the presentation of this Principled 
Mentoring model will open a larger discussion regarding the importance of core values to the 
mentoring relationship. 
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